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PREFACE 


Tue etndy upon which this volume a Based wan condected 
‘under the auspices of The Zmpuney. an otganization devoted 
to the analysand improvexect of canfereace methods, 
‘The project began 1a a fact nding inveatgation directed 
toward nome: phases of indussial management, parr 
Aleuanty managerial instruments in which both employeus 
and employers participated. (Such instruments are 
‘omually cllad “exployee topresntation” or * company 
‘unloos.) We toon realised that siguifcant facts of the 
vartety which we derived were not readily avaliable and 
that ordinary devices of vocal research were not saitable 
toe var purpowe. Conuesty, the study developed in 
the direction of expdoentlon with newer researc techniques 
and it finally Becarae « project is research method rather 
‘than a conventional fact ding snqiy. 

We have chosen to name the published msult of our 
study Dyneme Sool Reseerch tad this tite calls for 
f briet explanation. Our chief purpose io using the 
adjective ‘dynamic’ a ta fodicate ou bebef that social 
research should soxchow be wmble ax an implement of 
socal change. In the secood place we bold the conviction 
‘Bat socal change wil in the future be bronght about 
priaaxly through the use af collactiva agencies, and 
‘hat an understanding of these fictional groupe (cole 
lective instruments of coutrol) becomes imperative for 








include that variety of tact-Sodlng which Us designed #0 
Ampimant socal change; wich Muminates that ure of 
rial retloubipe which 1s lavalved ta the operation 
Sf fopetanal grape: ad which awn fer tr ota 
pretation of is facts in tecam of braman parpome, dire, 
‘Gad values as expremned in the resasch ogeats. 

"We are deeply lodebted to The Inguoy for placing at 
our digpenl ita exteaive sccumalation of ata rolating 
to eamfereace methods, lor the collabaretion of its ware 
tod expecially for aBowing ws to alter Gis character of 
the wndy trom coe of fac. tnding to metiodologial 
‘explemtion wile it reramed under thir soperien. 
‘And, we are leo gratefal to mumerous pemoas in ut lout 
‘hve Important Indastian who gave freely of their tone 
and energy cn our bebait; many of nse mrt have 
mown tram the outact that our highiy theoretical pro: 
cecupations conld not be eauly tranlormed into uty 
{or cham but they continved to aid un by conttbuting 
‘eur coropeative projet 

Joun J. Hoan and 
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114 oor of the lea important offices of » ginnt corporation 
(8 meeting is Deing eld. Here are gathered together 
‘mechanics, artinns, and semi-technical erafurmen, and 
repceseatatives of the management of the indaatry. The 
former bave been cleeted as repreecntativen by their 
{ellow-morieey and have come to diacias a problem which 
affects them. Altogether there are fourteen pervoas in 
de room, sight employees and six reprentativer of 
‘mamagexitat ; these fourteen persons constitute & joint 
‘commities which operates aa a part of x genera! plaa of 
‘exployen eepresentation. Viewed from abave this eazy 


‘nites semion might appear thas: 
‘Charman of the Pane 
Seat Se SE ampmenenmctatmiet 


plore Reprmasttnne: —anagamen® Sepa 
[ofaloiotojala) beens 
Que af the enployent Ban exproned a grlevance, and 
‘he iy nttmmpting to convey to thane present something af 
ee thooght and feeling of his fllow-workers. Ha... 


a ANTRODUCIION 


Dut the cader may as well follow the dialogue as it 
sctoally occurred : 


Rwpicyas Represelaive x (Chairman of the employees’ 
group): "The exxployees' committos understand that 
‘there has been some anwarrasted and usofca} preanare 
ppt ox some of the newer boys on installation watk for 
‘roduelag quantity.” 

Employes Reprientative 2: Wea cto of the newer 
‘bays get thelr Installer’s Kits, they are put under con- 
derable preorore to get quantity wud I think that in 
thom cama quality is being sacriiced for speed. It 
seer to me that the boye ure started with the wrong 
‘point of view, {thay are tod that they bave to complete 
‘the average installation job tm one and a half hour, 
See of us older men fel these boys are not getting 
flr break” 

‘Management Charman : On the coctrary, 1 think 
fut the cevarse in trun. We lay every emphatia on 
{od quality constroction job and no unge for epeed 
‘made at all. AS a matter af fact our lat check 
‘napectlos for quality showed «falling off, Management 
fa respousible for the action of the supervisors aad 1 
(goats there has been sonia misunderstanding on the 
part of cortain foramen as to what we want. Jam 
certainly glad to get this oommmt #o that we can 
correct any misandentanting. We want quality frst 
‘and tine a9 good as we cam get it after this." 

Employes Roprucaietve 2: “Some customers have 
‘aid to me * How many jobe do you ave to do in a 
dy 7" and that looks to me es thoogh installers must 
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tive the fmprenion that we are after spend. T dm't 
think it's a good imprenion to lave with the public 
‘and it may lead them tp think we are doing a sloppy 
ke 

‘Management Chsiman (hddésening .R. 
do you think all he exe fa that way sboat it? 

Eneflee Represniie 2: “No—t think the older 
man tuve the cocmect pint of view: ita oat that sme 
ofthe newer boys are geting of toa wrong tart." 

Management Chairman : “Wel, Ym ga to get this 
information. Ive azeady taken it wp in some of the 
foremen meetings, but I'll go farther into the matter 
som." 

Employee Representation 2: "Down on that Packard 
bling fod « coaple at wecks ago, T had to spend 
‘several hours straightening out another man's job which 
be bad doas 90 poarly.”* 

Management Charman 
tha right past of view.” 

Employes Refrcenanoe 1: "Where do these new 
fellows get this iden of speed axpway. It can't be at 
the plast schol for ty don't tach it there, T dou't 
too where they ge it” 

{Note —No attempt was rade to anrwer this omen 
spetially) 

Management Chairman: ” We gun nothing by quick 
inallaton vt the tcriboe of maintensnea. Each job 
ve fend a maintenance man oo afterwards cost Uh 
approximately $200; therefor the epandieg of a0 
{éitonal e.g oo producing good quaity instalation 
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means a net saving. It also has a good effect on cay 
tomers, many of whom would condemn 8 poot or 
hastily dove job. Apparently this applies to about 
‘pealve men who ware put | 







Management Chairess: “11 cleat tis up debultely 
‘when I sec the district instalation foreman. Thix 
situation that you man bave protented may be reepan~ 
sible fr the falling off in qualty which was mentioned 
Ifor, T's x good ida to bring up the matter and T't 
mee that it a straightened out. a there any other 
‘rosie? " 


For the moment we may rutrin oe critical inci ions 
‘with respect tn the committee session reported above and 
regard it merely «8 « socis] phecomecon, "What took 
pce at this meeting may be described an a series uf 
fnteractions between persons representing two groups, 
two points of view, and two interests, and thean intar- 
actions may be viewed as lines of communication, each 
Tine indicating ac Amportacca of it owa, as im the chart 
‘0 the following page. 

How sguificant, la tality, 1s an event of this sort? 
Itane knew something more or es fundamental concerning 
this employte's guevacce, the chairam's method of 
esting with his ragest, the conetusion reached, the kinda 
of respouses exchanged, ot cotens, would thi be @ pit of 
‘hat industeal “ insight ” which Profemor Dewey belirves 
to be the urcemary equipment of en edncated peooa ? 
‘How much light, inte, would such Knowledge cast spon 
‘the complicated problem of modem busines management ? 


6 IXTRODUCTION 


‘We do not iow the enswez to these queria, but such 
loco 22 we have discovered are to be found in the suz- 
comding pages of this volume. Our eoet has been to 
explore beneath the surface of crude facts, to go to fir 
1s oar foals would permit into that region of economic 
pocom which i ementialy bumas and socal We 
selected the Joint committee In employee representation 
a ost point of departure because we beloved ttt this 
phate of incdastlal management offered posbiltice of 
ftnaiysi which woald not bave been so readily realsd 
in other araas, The mals busines of the work! is being 
conducted by comitees or conference groups of one 
fort or mother. Wherever size or complexity prevents 
1 singe penton fram encompeming the total ntuation; 
‘wherever responsibilty exeds to be shared or dstrittae 
‘wherever man comen to recagese the wasiefuluess of 
tabitrary avtbonty, committees of one sort or anther 
are, Contaquently, It become inpertast to understand 
bth the poteatialitis and the Brnitations of these wocia) 
instruments which aro steadily eccroaching wpon the 
authority of individuale 

It Anteret sod opportunity hed existed, we might an 
well have begun to study committees at eny point {9 
indastial managesest, that is, committers of managers, 
of technicians, arbitration boards, union-ramagement 
committees, ot Cetera, et cetera. But, oot chief desice 
‘was to investigate industry at chat pot where the 
Jnterets of exployers und employees converge, whete the 
problem of masagenent i primarily the peoblem of bumman 
‘elations, and the joint committee appeared to offer 
excellent oppartumtins for stody in this area When a 
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sgl vnit fram the large whole of corporate indostry Is 
selected for abmevation it ia, of course, Henly that this 
‘uxit wil be over-ecphaskeed aad its importance exag- 
erated. We cannct presime to have coceped this 
eetibood, but it has bees oar aim thrvaghout to keep ia 
‘mind the context of the krger whale, Ip the backgrounds 
‘of our minds were five peristent quezias which we were 
conlimonsly directing (oward the jcint committee, and 
we attempted to we these qoerien in the light of the total 
titantion of which joiot committens were marly a part. 
‘This total itsation may be viewed in term of the chart 
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CHAPTER T 


DuxMG and after the War of 1914-18 many thinkers 
eusayed to reformulate the equation of social progres, 
‘Aso often kppens in exses, the slow method of improving 
individuals, with the hope of finaly altering the mags, 
wan partelly abandoned for the fast-moving device of 
teanetoctning human institations At last three structural 
‘transformations actually fellowed, ami upon a grand 
seale: the social institutions of Germany, Italy, and 
‘Rumia, were, in varying degrees, reconstitated. "(The 
above onder of names represents at least oue of these 
degrees of change : Republicaniam io Germany, Fascism 
In Ttaly, and Sovietiom in Runa may be regarded a3 & 
(raded scale in whlck the Balshevist revolution rymbolizan 
‘he mast radical tranaformation of faetitutionn) 

‘But {a Great Brita and the United States there was 
to be, presumably. an ovecheuling of a leso radical 
character: reconstruction in the Anglo-Saxon nti 
‘wan designed primarily es an increase in liberalization 
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rather thao an fandamental mcial change. One beard, 
uring thow fateful doys whe disTusioument ied to 
prophecy and futarlsm, mach about the revamping of ost 
conan: institutions, particulaty indertry itself. These 
‘propbeles have thus far remained snfullled. Tadustiial 
‘oryaniation, in the United Statrs, is basically what it 
‘wis before“ reconstruction ” became a shibbeleth. Three 
‘precipitate, thongh sot altogether attributable to the 
‘a and ts ensuing reconstroction, are, however, observ 
ble: (6) Trade unions of the type repremated by the 
Amalgamated Clothing Workers Union have fortified their 
‘owitions and have proceeded farther in the direction of 
Andria, as distinguished from craft, uaioniam ; (8) 
experiments in cooperation, or collaboration, between 
onmaniaed workers and industrial managers, such a8 the 
Baltisoore and Ohio Raoad project, have been: under- 
taken; (@) an iocreuing member of industries have 
‘opted various plaza providing for " explayee repre 
sentation” in managemect It i this latter movement 
‘which constitutes the presecepation of the present 
thors 

‘When enuployeen participate fo the management of an 
industry it may be sai that x partial socal transformation 
Juas been: achieved. Hertofong, managers of indvatries 
Ihave umsamed that their functions and responsibilities 
‘exinted as entities wholly different trom thas of employees, 
Consequently, the "form. ef todustry, that i, its social 
structure, was conceived as, and actualy became, a closed 
(qoup (or individnal) which shared its functions with a0 
ne. (These managerial groupe even still contest the 
Fight of goverment to share is control so lang as such 
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apposition is trifsl, acd only eubait to goveramental 
regulation under compukion} Many indnstries, and 
specially Inger units, ave mow recosttutad thei soil 
forma in wch manner to alow for x bipartite etractare 
efor peoooading ix the dsrection of analysis of employee 
Tepreentation a8 a new social fom, however, it seems 
advimbie to discuss the teatont, retiavaliastions, end 
motivations which may be regardad as the bass ofits 
existence, 


Why weve Employes granted Represedsion ? 
Among the vatieties of reasons given, ether in orl of 
written procomcements, for the Hse of employee repre: 
sentation in industry the folowing may be distinguished : 
(2) Employes rwpoentitizn was, and it, ragarded by 
‘ome industrialists an a pewaces for dealing with soxalled 
"wbour probless.". This reawoc rests upon the geperal 
‘amumption that discontent among workers may be 
shunned off into other Jonas of activity and need not 
vccamslly lead to dlsaflection, imegular attendance at 
‘wotk, or moro viclent outbreaks such as striker. Once 
the worker enjoys the prinlage of “speaking out ” to 
somecne, once his grievances cease to be “hottie 
repremed, ani once be reali that management is nat 
Wholly arbitrary be vl become a mere contented, regula, 
and loyal employe—so this assumption Tuna 

(2) Many management groups oontidar fcostial organl- 
sation tobe a form of Zoneolen! palerualiss. The granting 
of representation to employees is, obviously, & paterual 
act, It ta eualogeus to the extension of sutiage by 
Denevoleat malar, aot because subjecss demand or deserve 
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thin peivilege, bat because it is conceived to be ” good 
or the,” and because it Mkely that their attitude 
‘owari the grantor will in consequence be mare favourable. 
Employee vepretetation, Both fo smaller and more 
personal companies und in larger, impersonal crportions, 
is frequently inangurated ax a git from the employer ta 
the employee. (The paternal ingredient can bo readily 
detected; wherever paternalisn is the chief motivating 
‘actor in employee representation one discovers & lingering 
sentimentaty ) 

(3) Employee representation plans exist in industries 
‘where trade anions once fonctions! and in wane Initanoas 
‘wus initiated a8 a raichow agains trade umvonsom, There 
‘ze critics who insist that the whole of employee repre- 
‘entation a4 motivation may be explaised on this bas, 
‘but we contend that this represents an oversimpliiation 
of the situabon. Certainly, many employers sll adhere 
to the principle that they will not tolerate or deal with 
‘made unions ongunized indepeodontly and utihring agents 
af their own selection ia negotiations with management. 
‘The mayoity of such employes entertain » geoeralized 
suntipathy toward collective action, but they would, in 
fan emargeacy, socept worker organization “inside the 
fndusry if it promod to forestall" outside" afbiation, 

(4) Stil other employers, beeing in the princple of 
collective actin, and realizing thet some form of inter- 
relation between management acd employees in problem 
solving is essential, bave purposefully set up plans of 
employee representation as the isitial tye of aasciaton 
for their workers. It is entwely probable that many 
employee representation plans concerved in this manner 
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‘would never have come into existence if 2 suitable form 
sf trade usionian bad been available If one were to 
distinguish the above types of motivation oa the basis af 
(greater or Jener validity, it woud seem cleor that this 
intter incentive is far superior ta the others, representing 
15 I does a realistic approsch to moders industxy, plus 
sn experizental attitode, 

Te addition to the above primary motivatios in 
catabliing form of emplayon representation {¢ smd 
‘be admitted that many plans rest upon no clear-cut, basic 
fasmumptions ; these have coms into existence Inngcly 
‘rough the inftuence of mutation. Further, no single 
source of motivation accounts for any given industry, 
since the paternalistic attitude panists wide by side with 
‘genuine denze to Sind a socal form 9 which employees 
may participate with management in directing wodustrial 
thir In abort, precise motivations fitting each case 
are not dlicoversbie, but the above clasiications may 
be twken to represent a rough apyroxmation of canual 
factor. 

One important stuatlonal item has, however, been 
mitts in the abore analyas, namely, the fact that 
orthodox trade unions Uheaseives may bave bem respou- 
sible for the nse of employee representation As industry 
‘becomes more and mare machenived, it bcomes apparent 
‘that the mesning of fndividaalizad exalts tends to dis 
appear. But, many of the older and well-established 
‘trade nioas odhere tensciossly to the craft principle 
of orgunizatlon regardless of tranntions in induteal 
evelopment. Most employee representation place allow 
for oxgonszticn eccanling to industries, or departments 
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‘within industee, and this vooms to be more in kamnoay 

with the actual need. (In certain cates, however, employee 

epengentation also provides far recognition f eres but 

thin recognition ix subordinate to a more incksive 

cancepticn) 

Emplayee Repreenlahon as ¢ Rafection of Undertying 
Industrial Conf. 

Tt may be nammed at the calaet that enplopee repeo- 
scutation, no matter what else it focladee, coustituton an 
attempt to daa! with the peobiems of human ratonahips 
fpindurtry. The significance of the movement xs whole, 
‘therefore, rasta apan tts capacity to improve these 
Teltioas, specially the relations betwors workers and 
ceonployers, We are here confronted wih a problems which 
resides primary in tbe area of etttade, opinioo, phil 
snophy, and social method. If an imepreaible conflict 
‘hetween workers and employer (or, a3 urilly stated, 
‘between Capital and Labour) exists, and Uf, therefore, the 
relations between these two groupe must be conceived as 
Ddetween parties of opposition, any plan for improving 
‘hese relations wil be notin the end, frustrated. 

‘This isnot the place for « couprebeosire dixusion of 
‘te pbiltophleal nature of fadeacal coil but enough 
_ant be said to city the bsic hypotbmsa of the suthoe, 
If fonmapable canfict eaists between the two major 
‘partes im industry, workers and exployer, the reeson, 
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must be apparent either In the objective situatln itself, 
cor In the minds of those constituting the to groups. 
‘And, 20 long us confit is ioberent in the thinking, the 
‘sttitudes, and the behaviour of reprematatives of each 
‘group, It ls not important to Kesow whether it inheren in 
‘the alfuation or not; confit existe ifthe Involved persoax 
Delleve or think it exists. 

Employer, us well as exployee, pryebology contributes 
te the conception af inevitable confict in industry, 
‘Leaders of both groups diuvow the underlying separation 
at times, but thelr pronouncements do nat often harmonite 
‘with thew actiom In cxisee scmathing approaching 
‘imphcnble claw-conscioumeus and clase-division invaciably 
‘appears, The fines of oppasitian tend to bhir when 
Pitoperity seme inclusive, of when an outside danger 
‘threatens both tides, but histancally the confict, both an 
dialectic and as conduct, persis, The Marxian rationale 
of clum-conflct ig, therefore, cuade plausible by the 
idedlogy of both workers and employe, Employer 
representation functions peimarly through joint com- 
rmittece in whieh representatives of managanest and of 
‘woriers behave ax whough they each represented something 
‘which is, inf exsence and absolutely, divergent, opposed. 
It Ss because of thls fact that we feel obliged to preface 
‘our analysis with a brief critique of the absclatist doctrine 
cf trrepressile confict. ‘The purpose of this treatment, 
if not already foreabadowed, is to ly the foundations for 
‘an hypothens which wil alow for employee representation, 
‘any other form of experimentation, as a meuxs toward 
‘improving kuman relations in industry. 
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Maolaiom versus Relation. 
No adequate hittocial evideace suficient to refute the 
‘Marxian dogma exists. Certaialy, the industrial evolution 
ff tho wortern world contaisa sothing to wamint the 
eantrary coxcusion, namely, that no underiying and 
fandamental confict between Capital aod Laboar is to 
‘be found, of haviag bees cbnerved, is now on the way 
‘toward reslotio. Ans, obvicusy, i te colt formala 
{s believed tn sicienty, it wil super or Iter be read, 
The result will be didereat for vacious regione; here 
‘Capstal ill rse sopreme and contr} the chief voazoes of 
‘power over the total population, and thare Laboot will 
Play similar 76, aod a variety of intermediate forma 
‘wil aso appeus. Indeed, it my be aid that the United 
States and Rumia already repeesent the opposite poles 
‘of this configuration, with Germazy, Bnghind, Austria, 
cf cetern, standing between. The hope for the fnture, 
comequently, es ix some lucky wccitent which will 
todow whatever holde=s of power cance to the top with 
enongh Rmenism to we power wisely. ‘The real problem 
which underlies thia situation is far mare significant than 
anything which can be expressed by the rymbols Capital 
aod Comomman We are confronted with & world io 
which Force leading to Power is the central secret 
Creative hums: reations, that is, relefion in which 
AlBerencea wre assumed to'be vital but not aboolte, are 
Genied. "A mass of power-persons cannot integrate, can 
{orm no angan or true society." * 

4 Tia Retuory of Ammon, by Wee Brak p 19S Charts 
YEE VT cs Roe Seg Pomerat ek Ca at 
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“The Marcian formula in historically related to Hegelian 
abeolatans, with, however, = disploond pool But, 
Hregelianiam, from one point of view at (cast, was never 
so absointstic us are cur modem commmuristic Marcte, 
‘Hegel's sequence, is lnchuive explaration of event, ran 
tom thers, to awitheis, and then to aynthse. Modem 
Marxists apparently, believe in thesis and antithesis but 
‘hey forgo syntheds, andes, percha, they are 90 valve 
1 to behewe that he who is overcome ar annihilated 4s 
thereby syuthesiaed Bat, ayuthenis, dificalt though it 
nay be, 1s pecaaly man's only oppertunity Sor creative 
conduct. Antithesin, confict, cannot be eliminated 
without reducing Me to belpless monotony, sterlty, 
But, the fonction of confict is to prepare the way for 
Inixgration. “Ik {9 provided in the exseace of thingy," 
‘wrote Walt Whitman, "that from any fruition of macceas, 
‘bo mattor what, shall conse forth sumsething to mako a 
areater struggle necessary.” But, stropgle for what ? 
‘Mmeraly for the sake of straggte, and, UF marly to wrest 
ower from someone else, where the gain? Unlew, of 
uve, one may be amored that thone wbo have power 
ae, as human beings, inferior to those who strive for it? 
Bot, this is a picture of bunan natare which cennot 
‘onsitly ft the facts, vo matter what tots of iaferlorty 
ox muperioxity are employed. On the other band, if 
struggle, conflict, antithens, 1S to be vtliaad for ‘the 
@radoal improvement of human relations, another im- 
portant choice becomes imperative. The slaolutist 
‘tslononby of hfe is easy, probably because it i also 
simple. Ont is merely called upon to ocket a goal 
suficiently far off to be quite unrealimble for imoedinte 
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time, and then adhere seligoudy to this goal as the 
swmmum bone for al people Fidelity is measured 
thenceforti only by oac's slueion to or deviation from 
the slated dogma, IE the goal does not grow nearer aod 
clearer, this may be attributed to the stupidity or 
amuemdacty of others. A relativistic philosophy of life, on 
‘the contrary, sets up gouls which are reclizable; goals 
‘which one mast be prepared to abandon once they have 
‘een reached ; goals which are merely parts of some 
Jnrger evolving whole, But, thoge who do not follow the 
abselste way are not overzsch concerned about goals; 
their preoocupation is with retns, with methods; they 
tim, Gr of ll, to make sare thet whatever means they 
tuze are notin exence cantrey to their tentative goals 
‘They will not, foe example, presume to create & pescefal 
world by means of warfare. Nor will they envisage 2 
so-operitive sotkety built with the took of force and 
coercion, 

howe who laboured on behalf of small bmprovements 
‘here and there within a society admittefly defective were 
formerly labelled “reformers”; they axe now called 
(dradualte jn order to Gistingush them even more sharply 
from those who know what the real end-goal is and are 
willing to bring it into existence by quick, revolutionary, 
and if necemary, bratal meas. Preramahiy, the oppoute 
of 2 gradualst” is an“ all-or none, that is, a person 
‘who scoras the small improvement, who regands gradual 
change as beneath his dignity, who, in skort, can only 
play his ela heroically in a drama where the viein is 
‘unmistakable, and must be annilated. This state of 
rind, more fitting, pechaps to caeodrexe than drama, 
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ba, an the paychologits are now insisting, a near native 
to other snd pathologie forma of grandes: or martyrdom- 
need, In any cass #8 sot dliiesit to prove by simple 
cbeervations that oo individeal haman being, to say 
noting of socetien canes tingle day by this pllbeophy. 
‘The pelncple of growth is aot so easly sbrogated. We 
ve us “graduate” physiological, ramntally, and 
vocally, Even those socal changes, a for example, the 
French and Rusaign reolations, which wern muperically 
to have arlien suddenly, are ix realty parts of u chain 
fn which there has bee no break. Change within con- 
‘tinoity ia Natnca'a way, at least so far as the evidence 
cof science goes, aod we bave uothing sore rebable to 
guide us, 

‘The undeztying problens of icustial manayement are 
not fondammentaly altered by even sevalationsry changes 
{n political and ecsnorsc wclety. The Rumian revolution, 
for example, bas not risimiaed bot rather emphasized the 
need for un understanding between workers, technologats, 
and manages. There we, without doubt, soany more 
" jolnt” coasts of ous sort or another fa Soviet than 
ia Crarist Rusia. Tho who belleve that a politico 
sconomde ravotation alters et one strake the entire nature 
cf the wcll proces are, obviously, folowing a nave wish. 
‘Te socal form which now exist in icustzy, whether In 
‘the Uoited States, Germany, er Rusda are indicative of 
‘what is potential sizce these are parts of an evolving 
process which Is cantinzoos. An ammlysis and an under- 
steading of rock forms, an 6. joint committees of managers 
tnd workers, a essential as beckground for intacpreting 
‘the present accurately, and for anticipating the future, 
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‘This hypothesis, of couse, caries us fer beyoad the 
yreact riody. It implies that the whole of modem 
indostry, both as structure and as proces, nes to be 
studied, analysed, and dispassionately fmterpreted from 
the point af view of paychalogy and sociology. A pro- 
‘gramme of this wrt would include studies of trade unions, 
‘lon-managemest cooperative plant, employee repre 
veatation plans, welfare organizations within and without 
Industry, chambers of commerce, manutacturery’ exocia- 
tious, ef ortem, et caters, Numerous contributory studies 
‘which might realiy be fitted toto this picture have already 
been made, Others are now being camdocted, But, very 
often, in the past, studios of Industrial stroctore and 
procem Ihave contributed ltt er othing to a real 
understanding of the Important facts, For example, 
studien have been made of euployee representation plans, 
‘but mually for the purpose of procaiming these social 
fox 18 evil 0 good.* Likewise, studios of true unioan, 
conducted for the purpose of revealing“ gratt,” minse 
‘of power, et cetera, furnish alent ov intighte with which 
tointerpret trade ualoniam as a modern social phesomenao, 
‘Tho premmt study, theretoce, is merely 2 beginning, an 
excursion ito an area whowe explocstion will require 
ie-tine journeys. 

twill observed, as the following pages are acrutisien, 
‘thot the investigators at no time asmared that the objects 
Of Weir rengarch were static; on the contrary, they 
sssumed from the outset that joint committees in industry 

2 ras Company Union, Wy Raber Dasa saa act sens 
aftr ype covet pebay cons many sapere bt 
‘Soe we ated Lx te pangs of romag ts agty af epee 
fete ay 
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ase changing, evelving units abstracted from a lnger 
‘whole, and that theee anite might rerpond to x mubitade 
cf changeinducing stimall even during tha period of 
sendy. Tt was even ansumet that the investigators might 
thenteives becotne stint! lending to change, und that 
therefore the committees might not be precieely the 
sama objets at the clote of the study 04 they appeared 
‘to be at the beyimning. Theve eswuruptions, clearly, ran 
conuter to accepted maxims of reteatch it is ordinary 
Deliver dhat research in eamchow pure in direct proportion 
to its ability to isolate and contr the object of stmiy. 
‘Bt, thin ia precisely what is impossible in the paychosocial 
sphere, What is impottant ot peychotodal process Lx 
exactly that which Is cogeing, continuows. Laborntnry 
‘experiments may do very well er the parpowe of measuring 
‘the intensity of human response, the efit of dict 
inna, ot caters, bot x0 amoant of artical laboratory 
cxperimentation will ever be able to reproduce the wars 
realities of actual socal situation. It therefore happened 
‘that in the pranent study the investigators candidly took 
{nto eocoant the possiblity that they might themselves 
‘be the lnttraments of dings in the committees mder 
‘otservation, and that attention given to mich changes 
‘would in itaelf constitute = vabi and integral part of the 
‘otal project. 

‘The above procedsre, however, led to muraervas 
‘ficalties, nome of which were not technical but rather, 
ethical For example, once the investigators realized 
‘that they wert, by cesson of thir observations changing 
‘the procedures in joint commitiers, ey were obliged to 
face the question: To what extant were they, ax in 
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‘vestigatory, fustified im guiding changes in the direction 
of what they feel to be improvement? This problem 
saeee early in the study and wat met in two waya frst, 
occasional mggestions looking toward improveneat af 
procedures were aude to those respoostble for the conduct 
‘of these joint committees, bat anly in respanse to direct 
nga ; sncond, the investigators refrained from making 
1 Gefinitive eriticiam and a definitive statmneat of what 
‘Whey considered good procedures for joint comzaittees until 
all actus! observations were at an end. Ie ls presupposed 
‘that the faregeing statement of the industrial problem, 
ciel research to be found bere and also scaltered 
‘throughout remaining chapters, constitute a rationale, if 
ot 1 logic, for this type of researc, 


{THE JOUT COMMITTEE AS INSTROMEXT OF INDUSTRIAL 
MANACREST AND AS OBJECT FOR PSYCHOSOCIAL 
‘RaSmARCE 
"Whamas, f Be mxbteecaal bos, te comaaty's 
eben oft chan a sch a mar uote werk 
“ay experiance nt fe orgrant of wteoe wl ote 
{ae bata! etre ft Jacl fhe ted ard 
‘ons ofa to te brea ate, than th itv 
etwora the erlang, on Uw ene Pan, 
ti wieay yemervaicca fac, fh th bas 
{thal atone, A the Oo rang of alg rely 8 
tanverge are 2 hom cEetaly pt commee oat 
‘When Be pont of xcs sno wch nn, Ca C0 
‘toe he earms of eorteal Greainon may proeatly 
(ee to tcte 14 feely one enti, x weg 
‘Tay of ence tan at asx chaos to rae —The Pl of 
‘Sates tw Maden Coven, by TaourT Vemsn. 9 4h 

‘Tua bulk of those words end cacceptions which are 

Uutilaed in discourse concerning industry originated when 

functional differentiation was stl io its beginnings, 

Comequently it is still €#Scut to discum the modem 

‘patter of industrial contrat without ambiguity, since the 

terms used often weBect x situation which was fa diferent 

from that of the present. Thus in the early period of 

‘industrial expansion, there was no distinction between 

cownembip and management ; roost industries were, os 

‘matter of fact, the possession of families, and members 

of the family froup were also manages. Tn gartnenklpe 

it trequently kappened that both partes to the company 

‘were siciled io certain espects of the bosiness; they 

s 
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cofahined owmetakip ith senogerthip, and often with 
‘erattamanshup. 

Moder indvatial manageaent, 05 5 ciferntiated 
usction, stands somewhere between the owners and the 
‘worker. Its responsiblity is to briog sboot un eficient 
eltlonship etwoen matzrals, processes, and workers, 
‘ead this responsibility is deived from the owning group. 
1m corporations with large mumbers of stockholders this 
responsibility is til further refined and comes more 

‘Uhroogh the channel of boards of dlreciort ar 
trustecs who ect on behalf of owners. Ditierentintion of 
function is not entmplete and there exit casry confesious 
ut to the fact that manager frequently act ax if they 
‘were owner; in tach fostancet they dict ther attention 
toward capital, imeame, and profits. This mixture of 
fonctions arives from the natore of ramagemest’s total 
responuibity ; in onder to achieve an eficlent relationship 
‘between materials, procenes, sod workers they vost take 
‘capital into consideration and to be eficient racans to 80 
manage the affrs of the ecterprise xs to show profits to 
inventors, tockholdern. Any giren mazageucnt grsip 
‘hich fais to show proits over a given period of time wall 
‘be replaced hy others, since the stockdolters ore wsaally 
insistent upon dividends. In this respect, industrial 
‘macagement is in mock the same position af the collage 
football conch; If be produces a consistently winning 
‘team, bit teat of ofce i secure, but i bis teams becore 
habitual losers, he is sepiaced. On the whole, however, 
industrial mansgement tends toward more ad more 
Giflereatintion and specialization Its functions are 
‘ncreaning’y derives trom the enginecring. ot the financing, 
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Alociplions, and when the tera “maragenent ” ia used 
hereaiter it is intended to carry the oanstation of a 
speclaized group of technicians in industry whose primary 
task i to direct the actual operation of the industry 
ficiently. 

Indvstriah Management bcomes Sontific. 
Approxicately fosr decades ago, and lege through 
the eforts of Frederick W. Tayler, a movemnat directed 
‘toward the application of scientiSe principles to industrial 
management begis. Hitherto, managenect Faron 
tad been dertved primary trom expenence.. 

-wna atic oko pesado in ones 
apecta of fodkstry and who displayed certain trate af 
leadership. Taylor attempted to demonstrate thet the 
‘Procemses and methods by whlch men manipalnted 
‘materials were subject to scientifc analynis. “His work, 
‘nal thet of his eallaageas, 8 now well knowa and opeds 
1o further elaboration except to stale that its impact 
‘upon the problam of management was startling. It 
Drought new enthusiasms to some and despair to others. 
(Ou the one hand, it promised new levels of eficiency and 
Profits, cack on the other, it forethadowed something 
‘ominous for the worker. The stop-watch and ite measure- 
mat of the wotket's movements, resulting in radical 
changes in methods of performing work, precipitated 
negative reactioa. This, of course, wouslly bappens wher 
schencenecemitates sharp alteration of habits. ‘The raat- 
ance ofthe workers tn scienti8e management was probably 
‘the chi factor in fhe vise of two succeeding trends, 
samely, jodastial paythotngy and persoundl research. 
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Scientific management next tumad lt attention to the 
problem of the relation betwees the individoal worker and. 
tia job. Ts adaition to anaiyas of the worker's bodily 
movementa attention was now directed towed bis per 
sonality, hisattitodes, habit, aptitades, tcetem. Studies 
fn fatigue, the effect of ret-perods, the eect of change 
in occupation, at extera, were undertaken, all with the 
weal in mind of discoveng bow the greatest amount of 
ficient production could be secured from workers, Iu 
short, somtife macagement devoted ital almost entirely 
to such applications of scieace ax promised to improve. 
rcthods of work far utitaisn andy, ether by altering 
‘he mathods thensaelve,or by etecting a better adaptation 
of the warker to bis jab. Traitstions, organizations, ad 
‘publications of vanous sorta came into existence for the. 
Ppooe of forwarding ths ident 


The Great Gap tn Scientific Management. 
‘The rayebological trend in industria) managemmot 
represented a recoguitica of the fact that the underiying 
problem in rlatiog the worker eficiently and imtistatorily 
‘bia job could not be solved by am attack pon processes 
ad motbods aloce. The “law " of diminishing returns 
‘ued apparently begun to operate. The worcer, fora iong 
‘me looked upsa only ws 2 mawipalatoc of soateriaa aod 
0 necesary link in a chain of proces, was gradually 
2 Aimee th epuunstine whch exon an pat othe matic 
cmugrarnt movement te lowecg sagt be ected fe) Toe 
Hrcteg Remerh Peden, (Tow Acorns Menepement 
‘fervent ABE Ay (9 Tae trols of Meme, /9 Te Ter 


Stewiy. 0) Tae Letrsaboea! Memagerset ines to () 
‘inertial lndarna! Ratan Aeceeo, 
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dimovered 1s 1 physidogia! cxganum, and oly after 
‘thle advancement proved inmaficient war there 8 ong 
tion of the worker us a payehic eotity.* But, important 
as this move wat, i 3d not ceach far enough. It now 
‘becomes increasialy obvious thet the most signifcant 
Problem of modenn industry Kein the sphere of beman 
rebstions. Individual paychology aids ix an under~ 
standing of the relation of the warkar to hs job, but It 
omits bis relations wth other persons, And, the stody 
of sadividwals, mo matter how cflecuvely done, wil 
not fumish adequate rofommxton for understanding 
socal problems, Social, a8 well as individual, peychology 
4s needed! 

‘The great gap, then, i scientific management radea 
fn the fact that tt can may nothing aboot the rations 
of workers to workers, workers to supervisor, wotkers 
‘to management, management to owners, razagexent to 
public, at ceteen. That ix, no scent data on problem 
4 these spheres now exist. The natare of the problem 
sing froc human relations io indostry 3 not clearly 
understood. It happens, for example, that io educational 
fnstitntions one Sods departments of ingutrial ranarch 
with no payeholoputs on the stad; in other institutions 
‘oures in industrial relations are attached to departments 
of economics. These confaalons Indicate that the real 
problem of social relatenabipe in industry has not yet 
2 Te Hawterns Punt Bepeneact of the Weslers: Rlere Ca, 
Tia Prose ora Wat WE, 3.6, Vol Tht 
TEST Gite ‘ad hand lahore, popes Oy 
Pietaas mad Soren (heen intemrson! Ini aod 


‘snot, abe The Non fo on Aphid Pela) of Orencaton, 
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been defined, In one seme it may be trap that this 
‘larifcation avaits more reliable data fram the field of 
social payehalogy, that no real advance is posable until 
the social peycholopsts supply farts aad methods which 
‘ean be pt to work on problems as they actually exatt in 


The Joumt Commitee epriomsees the Social Problem sn 
Indusiey, 
Employee representation, whatever the motives which 
bought it into existence in any given industry may have 
Tbeen, constitutes a substiinte for the trade union in some 
‘of Its (uoctiona Where tmde unions exist the soctal 
problem may ba dncribed asa set of relationshizs between 
© collective body of workers und x callective body of 
managers or ownes. Thana relationships aye, for the 
‘moat part, regulated by agreements, or contracts, Actual 
Interaction i confined, ontinanly, to repremtatives of 
ach collective unit, or group; such Interaction, in 
‘addition, occurs primanly and aknoet exclusively during 
periods of sala or confit. In indasrien eaxploying 
members of organized trade unioot provisions are made 
for Womging sonal machinery into play when congict, 
say a strike, is immanent or in proces, but no social 
sanchanisms operate prior to confict, or in the interest 
cf prevention Employee representation, «s advoratn 
claim, sims to do precy thin maraly, to eet in motion 
permanent and continaing groups whote function is to 
deal with curent protiems of selstioship, and to 
anticipate probiems Likely to precipitate canfict. These 
continsing groups are joint committees constituted of 
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-workers chosen by their fellow-woriera and representatives 
tat management chosen by management. Thea com- 
‘xittece beoums a emus of reltienshipe between workers 
‘and workers, workers and management, and managers 
turd manager. As fdicated ia the previons chapter, 
the duabstlc structure of these committe, consisting 
4 they do of copresentatives of two major groups 
in industry, implies that the principal relationships 
with which ‘they deal aro thoes between workers und 
managers. 

‘The joist committee, Wen, i ove of the chet functional 
ampects of employee represectation, and it becoraes very 
important, therefore, to understand the nature and the 
manner of ft operations. Before proceeding in the 
firecton of th understanding, certain reservations and 
canplenitiet noed to be explained In the fmt plac, it 
sboulil be clearly undertiood that these joint commalitees 
have been mitiated, x most cases, by management and 
aot by workers. Employee representation is viewed by 
mapegersent a3 ax strurent, stool which mapagepeat 
utilizes for the porpore of absorbing and solving the 
problems of buman relationship wich arise in industry. 
Jn 90 far a employee representation reveals o¢ goes in 
the direction of nity, tt a unity the mend fat which 1s 
{elt and acted on by tanagement, not by workers, When 
‘workers ax workers feel the need for unity they organize 
azong themselves but do not include in thair membership 
representatives of employing or managing groups, The 
jolat committee, then, exists beowuse management ether 
seeds of believes it seeds such social machinery. ‘This 
lt, while it does not Jemen the importance of studying 
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the joint committee's functioning, does condition the 
centre operation in fundamental ways, 


Sovantif Management is slow sw adopting Prycho-sociat 
Research. 

Management has been pecallarty reluctant to make use 

Of the tools of paycho-wocial rewearch. The chief reason, 

for this tardiness is attribatable to the nature of the 


‘peobleen canoot be made tnt there comes into being an 
‘objective reabzation of the altered nature of the problem. 
So Jong as management Feaders continue ts beleve thet 
‘the problem of Bumas relations ix industry ts exactly 
‘what it has always been, mizxely the adjustment of 
‘oe individual to another, there can be very te 
advance. 

1h the wocund place, human relations are exceedingly 
abotract in certain respects: what is invalved fn these 
relations is not eaily ricognised except by consequences, 
and there are ax yet no adequate teste for measuring 
consequences, Those involved in ech relationships 
do not willingly adinit that bed enc-resalts ere traceable 
‘to thelr own conduct ; they umaly fix sesponsibiity 
elsewhere. Management cepresentatives are themselves 
involved in joint committees and they find it dificult, 
‘therefore, tobe whelly objective abot thei social conduct. 
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Further, many management representatives and leaders 

i exployee sepreseutation in eentimentel 
‘terms, und it is ulways dificult to mix acience with senti- 
est, Those who maintain thle sentimental attitoda are 





but even this restricted phase af group proces in industry 
must be approached s¢ hypothesis, Tt must be candidly 
sdmitted that no tested method for studying groups, with 
rapect to their fnctions, now exists, 

4 Sewanle Masageman! te Amarcon Indus, Te Tarr Beet, 
uapees 1 VIE. 
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Confosioa of m very disturbing sort inheres in the fact 
that social scientists ave cot an yet decked whither 
‘eit methods axe to be the ears oF diferent than thoae 
of the physical and biological aciences, Two schools of 
‘thought clan the right of way: (@) those socal cients 
‘who contend that social phmmomess arb prectely the 
ame 44 all other natural phenomena and that conse 
quently soca) research difiery in ao way from all ecentib 
esearch, and (9) those who iasiat that socal relationships 
involve qualities absent in other netural phénataesa and 
‘that therefnre research methods must be adepted to this 
istizction, The Gxt group may be called“ quanti- 
tativats” and the second " qualitetvists” This is not 
‘the place to elabornte the dupate betwom these pro: 
agonists, but it should be stated that the study which is 
thee presented belongs primarily inthe latter claiSctton ; 
lta premises do not deay the ultimate ponbiity of a 
seca) sclnoe Based wholy upon nature methods, 
‘ut they do imply that go study of this sort ix now pone, 
nother words, thi stody proceeds upon the bars that 
social ecientats mut fist bave more aathentsc ksomledge 
abont what it i they are observing before quantitative 
‘methods may be vabdly empleyed. Certainly, the 
objective reality of social reisticahins is stil to be 
‘unraveled. The time may arrive when all uxpecta of theae 
rubtlerelstinuehipe may be desctibed in terms of neuronic 
functions, mugar-content ia the blood-stream. glandular 
Precipitates, et cotea, bot there are mficient reamoas for 
Debieving that even these quantitative measurements wil 
‘not watitactory describe what sort of event is tramspiring 
‘when human beings intact with eech other. 
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‘Resarch in that area of phenemese which can now 
‘only be called paycho-socal, must operste on the basis 
(of hypotheses. Theve hypotheses wre reitted both to 
methods and to the mature of the facts with which 
‘thy deal, 
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Secpmnan 
Gnoare exist 0s social forms; asnan ecergy has either 
een appropriated or radinctad io order to txing RroDps 
into existence, Absence of social forms might be inter- 
preted mn social iain ; emwise decadence of social 
forma, But rsce human Ue does aot appear to exist 
‘anywhere without the tendency toward social forms, 
this poiat does mot call for emphasis. Social inrtin is 
‘aot to be interpreted as absence of Inman enesgy but 
rather lack of Purpome or skill Tomrtia i, consequently, 
‘faulty term as here used slnce It ix made to cover energy 
Gisplaying tte in random, andizectnd moveseats, New 
‘social forms ari whenever potential homan enecgy fs 
‘transposed Into Kinstic emmy as rexponse to 6 social 
motive. (Uf 1¢ may be argued that all motives are ot 
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‘bottom individual and that soctaistion ts menly a 
‘espanoe to sa interest, this does not alter the equation; 
‘he mew social form can culy arise when more than one 
Andividna is preaed by the same need, and ia tha sense 
‘the motive becames soctal) This redirection of human 
enemy into soca) channels represents tbe thrast, the 
impale, the dynamics of the social process. By contrast, 
dl teudency toward dissbilty, ineptitode, and quiescence 
aay be thought of as aspects of socal inert, Whxt, 
then, 6 the source of this potential human energy which 
becomnes Kinetic as it is canght up in social patterns ? 
‘This pecemence of redirection of exergy mopreents the 
dynamics of social process, By contzat, all tendency 
towne’ dimbility, ineptitude, quimancn may be thought 
of as vocal inertia. Our Initial query theo Yocomon: 
‘What Is the souren of cman energy ? Or, more particu 
larly in terms of our prnsnt preocenpation, what te the 
source of that energy which becomes social dynamics? 


Novde, Wests, Desires and Prrpoes: the Basie Factors én 
‘Soeal Dynamics. 

“The eamenee of living is fonction, One need not go 
Deyoad this dimple ntatement to find explanations forthe 
fact that organkams bare needa, wants, and desires which 
fmmpel them toward action, acd which ultimately get 
‘hemes organizes ax parpees, or intewtn. An 
opin can never be wholly quisoant. Activity is 
always promot! Begining at the bottom, activity is a 
2 Sm i ef a ks epee ere Dt 
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smnaoa for satsfyg ceavings, hangen. But there i a 
second principle of the cxganitm, aamely, the tendency 
‘to seck an optimum of functioning. The bealthy orguniam 
doen not etop with the mtitaction of elemmntal hungert; 
it explores und experizents: it often wes prodigions 
energy in sctiviey which serves no utilitarian end, that 
4s, in play. Consequently, new wosts are always on the 
Iharizon ; when one level of want bas been satisfied, and 
‘Potential energy is atll present, « new level of want wil 
automatically coms into existence, This is particularly 
‘roo of buman orguninms with highly developed nervous 
oF proficient systems capable of intellectoalixing aod 
avianging new satanctions, 


Homan Needs as the Basis of Socist Forms in 
Enduatry 


Returning now to cur task of formulating an hypothesis 
forthe purpose of analysing joint comniteen in Industry, 
‘wo may begin by stating that 0 oeceaty appears for 
cexplaialog in detail the manner in which iodvidual nooks 
flow toward socal foona. There ty oo mystery in this 
process; soctal forms are merely mechani designed 
to satisfy individual needa. Social organization secure 
cefain satisfactions, makes room for the emergence of 
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‘tow needs, and comequently becomes an instrument fot 
‘enlarging and eahascisg individual satifartlnas.+ 

‘The trade union is» soil form in indowtry which may 
‘be explained in toms of needs, wants, desires, and purponcs 
fericulated by wockere The jsint committes, ax the 
objective fanetioning clement in employee reprexextation, 
4 partially derived fom the trade union: st is dosiguad 
‘to wlow for the expremion of needa, wants, and desires 
‘within a collective patter, Tere is, Bowover, a dle 
ftereact; the trade uruon expresses the needs and wants 
of ts members throogh demands which may of may nat 
‘be comidered negotiable by managument ; in the joint 
committee all problems ace woppoted to are withia & 
conference vetting, +4, consistent with and adjustable 
within the local Induatial group. The ooramitton form 
af organization is, no doubt, partially derived fom 
traditional Angle Saxon patterns of wocial onguniation, 
‘Bat this is peebape amanar discrimination. The xgnifcant 
aspect of the jolat committee ia that it dives tha majo 
‘partion ofits dyuamic from the needs of the employing 
‘or managing group in industry. (The dyaamica of worker’ 
senda 8, of courte, felt indirectly ia the joint comvutine, 
2 will be shown later: coe af the aims of management 
4m laltiating plans for employee representation, a2 wat 
1 ip dean wend, roa, be cetuang at tt punt 
ata se may by sd Gat te hatha ase wg tess ray, 
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indicated above, Chapter I, was to canalize the workers’ 
‘eda io order to prevent its capitalization and manipala- 
‘on by " outside agitators”) 

‘Tiaditioally, intestrial reatioos bave been thought of 
0 equations with management om one side and employees 
cn the other. The orgaszation of mansgement in madera 
{industry Is based upon this conception. Labour orgunisa- 
‘ou, trude umoniar, is a response to this separation; 
‘rade mnions did vot originate as curmas in Industry, but 
‘adher ao response to mumagerent's coaveptian of division 
of function and consequent control Why, then, do we 
ind in modem indstry the trend toward collective form 
in whoch management's neers are procunentiy duplayed ? 

‘From the mandpoint of those concerned with industrial 
relation, management may be std to function under the 
‘resnre of three dominant needs, samey (a) « working 
force adequate io guabty, quantity, and stability; (0) 
‘Protection from extemal controls which are antagonistic 
to the gwen ecouamsc spptem within wiuch the fodustsy 
thas Stn Ingal sting ; and (da sustained coordinstion of 
managerial ams end activities, These needs are, of 
course, subsidiary to the general need for efcency and 
‘voncmy is a society, that is, which depends upon private 
Initiative, Given these needs, it sens obvdous that 
seapagemest cannot achieve its purposes without seeming 
elaboration trom woekers We shall chow later Bow 
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‘these management seeds intrade themselves upon the 
coperution of joint committees, 

‘The meods of mantgemmt coalesce readily into a 
eneralized purpose, mamely, thet of condocting the 
stair of an industry with much eficieney as to innare a 
margin of peoft above cost of production, Do the workers 
have a correspondingly clear and objective purpose ? It 
is probable that, in the bulk of American industry, no fuck 
‘general purpose exists. Workers, of coune, desire to 
‘secure (or themselves ax large a share as possible of the 
ret income trom industry, bot aside from this highly 
‘variable Purpose thelr major needs remain specialised * 
In mame exployee represeatation plans provisioas are 
made for caucusig among the exployee representativet 
Ptior to the joint wuson ; ut thew caucuses the wots 
decide upon the wants and desires which they later put 
before the fotot group. This acheme allows for the 
levelopoent of employee purpove, but obsermation 
Indicates. that the problems preseaisd by exployent 
‘eam, for the most part, indicative of individual and 
special need. Tadeed, many ftems covering employee 
‘wants and desis are introdoeed by mangement 
representatives. 


Impudsion ax the Piess Category of Anaiyats. 
‘All of the above interpretations, designed to explain 
‘why joint committees exist, bow they come to be the 
chumnels of energy, may now be subsumed for reasons of 
3 The Anarene Fedoabas of Latogr fom ts te tne etmmgit 
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convenience under one category. We select for thin us 

the tenn Joplin, alo for ressozs af convenience, 

‘we define this category in the following manner: 
Impuision: As a peycho-sociological category, im- 

‘pokion may be taken to denote al of those aspects of 

{group (a social form) which combine to constitute ita 

{nital aod ongoing dyzaumc. The principal enalytiead 

ters of which Impulsin is inclusive are needs, wants, 

irs, ond purposes geoerated by malvidaal Yoman 

‘beings but expressing themselves in social, or collective 

‘modes, 

Any category of analysis should, preauseably, be fudged 
by it capacity to reveal pertinent and relevant facts when 
utilized 1s an hypotbeas of obvervation, In addition, it 
‘krowld pomems the quality of ‘sciusiveneas, ehovld be 
‘ube for a wide numberof sinclar phenorens. Beaks, 
it should not be suxceptibie of too much ambiguity. 
Tnmpulsion appears to be much a term, and bereatter will 
be employed to denote the éynamle aspects of joint 
committees, 

Wherever there ia socal impulklon there ie also the 
possibility, i not the likelihood, of repuision. Energy 
oes not get itself released is « vacua. Action implies 
reaction. It is therefore important to add that schemas 
for eruployee representation, tht is, the representation of 
employees upon joint committees with eprestatives of 
management, bave not been projected without opposition. 
Organized trade wnizos, for example, regan’ employee 
represeniation an one of the most formidable exemies, 
Jn (ade union patience, employee reprenntation plane 
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are callad company unions. a term carrying opprotriam, 
implying as it does that the wockes are allowing them~ 
elves to be organiaa! in terms of the “ eampany’s,” ast 
‘the workers’ initiative. Trade unionisto belive that 
organizations of workers within a single campeny and 
rot according to crafts or industries as 2 whole might in 
‘the end enslave workers completely ; certainly, many 
anion Ieaders believe that exployee representation 1s 
designed maicly os a weapon for Sighting organized 
‘workers, Many, if not most, socalled Uberals holt this 
une couviction. As. rect, there bas existe a persistent 
‘campaign directed against ployee repreecntation, 
‘AArmore sabte frm of repaiion operates within exployee 
reprosentatica schemes themseives The maiz cautes of 
reaction here are: (¢) mazagement's artifical and timited 
‘canexption of emplayea needs; (8) the method td when 
«joint committes in semion; (¢) overdominant puxpowes 
‘of raupogement. Most of these factors of repulsic bled 
ably into the total eavironment an which exployee 
representation plans aze obliged to make their way, and 
this consideration leads in the direction of our next 
category of nays, 





‘control, ke all envirsament, has its specific elements by 
‘which thiscontralismade eperstive. For present purposes, 
ee, we nocd a category which will be mfal in decribing 
oe channels In which our isolated Joint committees in 
Andustry make their way. Our aim is to describe beiety 
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‘hese eelected aspects of the total envircament which 
‘teem to condition, or limit, ox cireumacribe, ox canulize 
‘the dynamica ofthe joist coxaittee, And, whatever theee 
factors are, wo consider them ta be Sateracting elements 
‘which modify the fumctianing af joint commlttess, and 
are in turn modified by these comnitiest. Considering 
‘the complex intenlepedence of all factors in the modern 
‘world, and particularly wich respect to iodastry, 1 eemass 
‘oth justiGable and helpful to Boat the joint comnaltten's 
envirmmmt to thoee elements which represent fairly 
‘livioas interdependence and relationship. 


How Management Pinioophy Conditions the Joint Com 
mate, 

Tt was noted above that management parpqum, being 
specie and more claziy defined, exerche a direct and 
pechape dominant infoence vpor the jiot committee 
Ad fts operatic. Basicess exterprie in geoeral is, of 
cour, impouitle without purpow uf various kana, 
‘Thewe purpooes ore decived tram, oc area part of « more 
‘general outlook on life which characteris the sian who 
‘irects buxinem enterprises. Althongh there is a nuper- 
fixity of speenfation und opinion with regard to what is 
‘in the mind" af the business man, wo have very few 
‘authentic facta Dali Borns, in his chapter entited, 
+ The Nand for a Prychology of Business Men,”* writes: 
"Tt i posible that the chief peychological fact is their 
(eureaetal busines mea) impulse towards realiziog their 
‘pouilar form of ability i the manipulation of men.” 

4) p.m: uate Sn Tas, 
* aden od Croan, 20 
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thin gnesa aboald happen to be trus, we should be in 
pomenion of a major fact resporting all control axpects 
of business and industry. 

Using rough chusialon derived from Willlam 
James! famavs division of the buman ric, it rity bo 
‘aa hat there axe: (<) “tomgh-minde,” and (}" tender- 
rinded " manages in industry, When the former doa 
‘ate in any given concern one discovers that joint eom- 
rmittees conform to a rigid mode of operat which, ta 
many respects, is similar to military method. When, 
‘on the other hand, the latter type, the sentimental in 
‘unines, are dominant, one witnesses a committoo pro- 
cedure which i elmost devoid of conscious mathodology : 
in these instances, the appeal is not to method, bat 0 
‘goodwill’ Where the senticentalsis contra joint eam- 
ritteen exist, omally, within « setting of bevevolent 
paternaliam ; in the operation of thase employee repre 
seatation plans one frequently eacoanters the convept of 
democrucy. Where the" tough-minded " (of, in ooBoqulal 
language, the “‘tard-boiled) control, democracy is 
imvownd ; industry i cooceived fs tanms which dloqualify 
‘the democratic theary. 

‘Thus it happens that the operation of jot committees 
fx industry is at the outset conditioned by the poist of 
view, the peychology, er the philosophy, of those who ae 
in control. Under the present cupitalstically coutroDled 
‘eyttem of industry this la, pechaps, one, if not the most 
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lmpartant item in the total environment which eanditions 
te joint commnittne and is functions 


Hos Emplayes Prychology Conditions tha Joint Commer 


Employees, Ukewie, being to the joint sommittoe « 
‘rarity of attitudes, conceptions, cod points of view which 
soataialytnflgnoe the comautte's performance. May 
employees, for example, persist in beliving that all 
tployers are, to way the Jest, atifieh ; that whatever 
‘they propose is designed primarily to advance their 
fteests, They hold this view even toward thous 
‘employers who appear moat benevolent. ‘There are, ali, 
canployeen of the tobminive type who geooely belinve 
‘that the employer is always right, that he owns and 
‘knows, and is therefore justified tn directing without 
interference. 

Briefly, thea, oar first sub-category of analysis for 
evcrbing what iti that conditions the joint committon 
is enployer employes peychologies and phiknophien which 
<etermine thelr points of view regarding industrial control 
‘and employee-employer relaticaships. 


Coneites Siracure as Condisioning Factor, 

Tt i» commonly belived that socal stroctures oe 
relatively unimportant ; that good rerlis may be attained 
coven with bad stroctires, providing the proper apn 
‘reval, Exceptions ta this theory need, however, to be 
made, Stroctore and fonctions wm intendependeat, not 
separse, A structure la “a definite arrangement ond 
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connection of parts with view to « definite function," 
‘The very fact thet joint committees in industry are 
constractad according to a dualistic bipartite plan is 
significant 1s testifnng to the underiying couception of 
a division of interests which smamagement felt when it 
designed the particular stroctore. In certain employee 
representation schemas provisions are laid down for the 
sctual seating of the delemntes—worers on one side and 
‘managers on the other. ‘The state of mind which keeps 
these two groups of represcatatives divided is in itself 
a otructara fact. Where exployees are orgunizad an an 
association,” and the joint committee becomes only oat 
of the activites of the group, another structural Suet 
emerges. In abort, al yomt committees exist within a 
setting ofa company stractese, ax employee representation 
stricture, and a comststubonal structure, and this com 
bination of structural facts defcitely infuences the quality 
of funetioalag. 

‘Whoever ax exployer and ag employee consult with 
ach other with respect to « mutual problem, a joint 
committee may be sex) to have come into existence. 
‘Alo, whenever a representative of a trade mion, or a 
‘0p of sach represatatives, negotiate with an employes, 
the procednre utllsed may be called that of the joint 
committee. Bat there are amorphous aad often fortuitous 
commuttee forms. The joint committee ax considered in 
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this study pomesses more specie qualia, A dafltion 
may be maefal : 

A joint comanies comics of representations of emplayoes 
decd by emplayers, and ropecenttines of management 
choson by management called inlo existence a a tot 
‘Frowp for the furpose of desing wth certain protons, 
“usually prescribed v9 6 eri conahution. 


Like mont definitions, this one is subject to mification. 
1 tama cases, for example, the kind of problems to be 
commaitied to such commuttees is not epeciscaly pre- 
veribed in a written constitutlon, but is left to the 
evolution of experience. in other cases, 00 limitations 
are placed upon the section of problems but a very 
specise, though Informal restriction is practised. “Again, 
it will be uted that the above Gefzitom implies that 
employee representatives are alelad whereas management 
representatives aze ctosen. Toe distinction here is borne 
ut by the fats, rat practicn is wot wierm, 

‘A ntructural definition should describe “a definite 
arrangement and coansetion of parts, with view to « 
Aefinite function," and the above attempt meets these 
conditions in a graeral mane. It is emventin, bowever, 
‘that this definition should sow be given body and content 
1y way of farther sna more detailed dex=iption, 
‘Structurally, the joint committee coaforms to the wanal 
pattem of & hi-cameral legislative body. The initia! 
‘presumption ix thin: employees and employers repreveat 
Aivergeat interests, diflenng points of view, and, perhaps, 
‘ confleting state in induetry usa whole. (In this respect 
‘the two groups of represctatives are not unlike the 
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repromntatives of two dominant political partioa ina 
Jeghiatore) These Giverrences are, presamabiy, to be 
anchow " joioed” by the committee process, Manage- 
‘ment foresa im modern industry have come to recognize 
the ceed for isner barmouy ; they are not prepare to 
concede that the intersis of employees and those of 
‘management are ldentical, and consequently, they attempt 
some form of " balance of powers.” The aint committee, 
therefore, i wot expected to unify the industry ax « 
‘whole, butts expected to emach toward unity with expect 
to upeciic sues. Tn other words, joint committees are to 
‘be engaged ia the act of unifying without achieving unity. 

‘The precie structural arrangements and connections 
‘of various joint committers axe oot, in themselves, 
mportact, In some cases, scrupulous care in taken to 
‘provide equal repreteatation, that i, an equa number of 
eenployee tnd manageaent representatives, But this is 
1 nalve conception cf representation. Representatlvenese 
4s qualitative, not quantitative. Oce management repre- 
seotative wlth power and authority would be more than 
qual to twenty employees lcking in power and exthority. 
‘And, Indood, a wil be shows Inter, management part- 
‘pation in joint discussions is msually confined to one, 
tro, oF three persocs, and for the ost part to the 
management chairman. Representation among employees 
Invariably falloma occupational linet. Each occupational 
roup, department, division, er craft i allotted a specified 
tnumber of delegates or representatives on a joint com- 
rittes, Tn some of the larger industrea bierarchion of 
scommittens exist and items are refered from “ lower” 
‘to higher ” sommittees 
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‘representatives, ox mom often, spoketmes for repre 
‘amiatives, are inatracted with reepect to the etttede 
‘which they are expected to sasmme ox quastions which It 
fa known wil be daca. Alan, they amp furnished wt, 
‘tem to present before the joint meeting. When the two. 
(Groups ememble for joint aemice a management chairs0, 
‘esd, Discusion ther follows antl] some éispeition 
is mde of each iter of blues. Occaalonaly, the 
‘eniployee repreasatatives resort t0 paling smoog them 
onlvm, in which came the employee chairman return to 
hin re ea peesider fr a brief epuce of tise. 

Te wll be noted that this form of jolat committee lows 
for « preponderance of management conti! end it wil 
be seen Inter when actual cammitine procs it analyoed 
that the dual position of the chairman is of extmme 
Lunportance, He poses nt kast three major udvactgrs, 
all of which tend to throw power toward the management 
ide, namely: (6) the prestige which goes with the 
managerial posite; (2) the Insite knowledge emgarding 
management withes, and (@) the authortatwwenen and 
procedural advantage which eecoxpanies the functbn of 
resting. 


‘Finally, 1 should be ead that « complete understanding 
of foint-camvaittesttracture im any given compiny shoal 
‘irvolve an analysis of company stracture es wal. Joint 
‘cammittees, no doubt, take oc samsthing of tho pattern 
of the iodusizy aaa whee; at any me, company structare 
clrviously reflect itself in Joint commftioe ctracture. ‘The 
reset study, however, x chiely concerned with function, 
‘and with structure only In so far as it throws Hight apo 
‘procees, 
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Conference Procaiere at Conditioning Factor, 
Mont porwos who resch the status of mimigerial 
respoushility have already formulated « covorption of 
bow a committee should be opemnied. They know “how 
to run a commitien.” And, wherever this ammrance exists 
‘ane dhcovers that tt joint committee is by that mach 
imited, Ut for example, a management chairman, and 
unt joint coraaitees 058 presided over by representatives 
‘of manogement, beicves that ici hia butineas to we thet 
‘the commits reeches & conclusion which be han already 
foazalated, many aspects of the problem under oon- 
sideration will be unglocted ; pastiipetion will be Hite 
‘to mach comment which suits the eleitman's precon- 
‘aived conchaion, ox comment which doer mot thus 
‘conforma will be negated. The tecknique, an well as the 
‘ally of "putting things over” is then, fact which mnt 
tbo comsi4ered in our evahuatian of jaint comuitiees. 
Some management representatives, conceiving of the 
joint committee an an opportunity’ for education, of 
atutudechanging. will stereotype conference procedare in 
‘another way; thoes who look upon the joint comndties 
as 4 moms for exchanging expeciesoer, expressing 
rievances, ot cetera, wil evolve atl another scheme of 
‘Procedure. I many instances, committee semions are 
‘almost entirely given over tothe distamination of informa 
‘on, acd im these cases true conferenon method, aa this 
rocedare is generally interpreted, is not needed, Bt 
‘whatever the conception and the patter of conference 
procedure happens tn be, it remains ap oc important 
conditioner for the committee's fanctianing. 
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The Personal Equation Conditions th Group's Fentions, 
‘Participants in 1 joint commitiee session bring with 
‘hem cttain fsly well-fed abita These my not 
tbe coomitte habits” but merely habits of rerponse 
ff etimnlan in a sock itation. One ehniman cbeerved 
‘im connection with the present study, for example, had 
developed the hast of Socratic Interegntions; this habit 
screcpanied him to every mecting, pd ax chaizman be 
Ccctieed & demisant infvence upon the tata group. 
‘Frequently, comnitine member are found wio habitually 
‘epend to all eggrticns with cegatviam ; othert have 
cultivated the habit of ecosptance and consequently have 
Jont the babit of crtciem. Individual eiferencen ar, 
perhaps, nowhere so important as ic social situations 
‘where communication proceeds by means of exchange 
‘of langoage symbol, and each difference coustitutes 0 
Potent Iritation to the gronp'sfetioning. (The we 
tthe term“ potental” iz the Joraoing saute ia 
fntentonal; if there were no diderences there wou be 
‘ted of caranitees an conference) 

‘The two major indvidua) dlfleresen which pemone 
Tring to their sol telatomsipa arm, probably, their 
inteligence quotient, and what in as yet undeind, their 
emotional quotint.” Neary all man bingh ve toe 
‘ume wants and the same sensory needs, but they differ 
‘widely In thir eapacttion ta expres, t0 sitive fe, to 
feel deeply sbout, that is, to satinfy these needs. In 
cavence, tia in what perwenta un with a aoial problem, 





38 DEVELOPING A SOCIAL PHILOSOPHY 


‘problem may be stated as « proposition, semely: Given 
4 wide range af socal relativity, a graded serie of Saal. 
‘vidual ditterences, how are we to got on together? This 
‘a eauntially the committee's problem. 

Paychows may, ot may sot be of social origin bat in 
the majority of coum the poychotic perwon bas fled 10 
objecity a social relationship, And paychooee are oft 
ound jp camzittom, Because of iodividual fxations, 
‘or bind-spata, or antaguniams, it equeatly happens that 
tome meciber of « committee ls wally incapable of 
compeeheoding what another of is colleague is saying. 
“The “ autonamoon 1” af which Trigaat Burrow * spesia 
‘is conppicoous ia coxaition meetings. It ia exventially 
‘the unconsclous wih to demicate all statics. Inter 
‘rvtation of ideas ad therefore underianding of view: 
‘polats ad measings ix rendered ‘sapesaible, 


Conclusion : The Second Category of Avalysis. 
Jn the previous chapter we considere! smpulsion as 
«4 category with which to analyse joint committees, from 
the point of view of what it Is that gives them Ma, We 
are now confronted with the mecemity of welecting a term 
which will with some degree of accuracy describe the 
‘merated above. It will be observed thet we are sot caw 
dealing with the immediately cbvions environment, bat 
particularly with these elements of the conditioning 
‘enviroment which seem to ut to be most important a9 
explanation of the joint committee's performance, its 
pie Antone 5 Sat Raentepy Teg Dane, 
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functioning. Five fattors have thus bom selected, 
namely: (4) Management athtode and outlook; Q) 
Employee attitude and outlook; (3 Committe sracture ; 


* blocks,” 9 certainly an ckantat i ipulsion, Bot we 
pitler to inclade certain aspects of the personal equstion 
Dre because these manifestations of mnintegrated per- 
seality appear before, and aftes, und outside the com- 





‘been led to propone the use of the new category “ circum 
Jecence," and we suggest the folowing delizition : 
Coreumjacence : As x category to be used for paycho- 
social analysis, cizcumjacence is the term aalectes ta 
ascribe those elements ia the fotal situation which 
condition, limit, or channel the social group under 
observation, but only thote elements which are reducible 
‘to paytbolagical or sociological description. 





ie 
‘Tur tocial procens, as thos far dexcxibed, consists of 
‘mpulsons moving within « given of Hnitng 


arposes of participants. If all ixpulsioos arising within 
‘the employes ss well at the management grup were 
‘moving in the same genera! direction, a committee veaion 
‘would consist largely of clariécation of needs, under- 
standing of individual differmces, end establishing Joint 
‘means for securing the involved satisfactions. Interaction 
seaaive Itself into persou-to person relationships, and the 
quality of rch interaction would Gepend almost wholly 
‘upon the degres and siguiicance of individual differences, 
Jn the jaint committee me are dealing, bowever, with x 
« 
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mere complex form of interection involving. group to- 
(qoup 28 wel a persca-to-pervon relatlocahipe, Moreover, 
‘the two groups cannot be suid to be sootivated by ix 
pubiont going in the same direction, On the coutrary, 
the chictsigniicance of a joint committee Bes in the fact 
‘that Impubions are prescmed to be beaded toward 
Aiieent, if not opposite, goals. Uf this ware sot the cae, 
‘there might exist need far commaittne bat not fo joint 
committees, We must, then, begin by assuming that 
fnteraction within e joist comeitiee i quabtatively 
different on two levels at least.+ 

aclre is Pesonto-Perzon Ineroction, 


Tin oe santo tt may be wid thatthe social problem arises 
from this fact : each indvadval human being is diferent 
from every other baman being ; all individuals ary mare 
alike in their needs and wants than in ther capacties 
Accommodation or adjestuect Between individuals is 
Alficnlt direct peeportion to the extent and degree of 
individual differences! Therefore, unless the individual 
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‘betwen individual persona, and betweco 1 individual 
‘and he total group. Each individual commmanicaten in 
‘4 mode which ia datinct for him; las mode of com- 
mmication becamce the socal stimslus, the fitting 
dement in interaction, Ax individual's communicating 
mode in always a combination of Weclogieal and emotional 
factor whlch may be represented thus: 
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Foe mont practical pryome it may be sama that 
{interaction within x commiton meno ito oberved 
a series of sti and rapeses coming mail of 
‘ees exproaed i an aformative or interegaive manoet 
sd sonditcond by vannblen to be found within the 
individual penenalty andthe roee 
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1mnst be considered jointly as each participant's mode of 
communication. The quality of interaction is determined, 
zo dovit, by & host of vasables all of which go toward 
making up that entity known as the perscoality. Bot 
‘whatever this “ pervousity " may be far general paycho- 
Jagical purposes, cur concern is with the individual as a 
participant in committee process. Considered specifically, 
‘theee variants seem to be: 

1. The individual's relation fo the problem presented, TH 
as" stake "inthe ice ls pessoal and important, 
‘is participation may be expected to be of & 
tinct quality. Likewise uf his relation is o0¢ 
of mapenabiity a9 2 representative ouly, oF if, 
{for exarzple, he may be iovalved in the carrying 
‘out of the conclasion reached, his participation 
‘wil vary with respect to the kind ef responsiblity 
woe he feel, 

2, The individeal's dnowieige concerning the item 
‘peesented. The total group wil, obvlously, repre: 
sent zones of knowledge with respect to each given 
item of business, Otber things being equal, it 
Iay be expected thst participation will be of one 
‘kod when knowiedge is high, sod of another when 
Inomledge is love. 

3. The individnal’s experionce with reapoct to this or 
sizuloe problems, Altuough it might be amamed 
‘hat the none of experience might influence par- 
ticipation diecty, the role does not always follow. 
In general, howerez, the quality of partelpation 
does vary With experience content. 
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4 Tho individual's emchional sl, This may, of coure 
‘be speciscaly related to the given item, or fo a 
penenality invalved, of to some factor wholly 
anrelated to the preset discussion. 

‘5 The individual's aide fatter, This may, gin, bo 
specie or general. Tt may be derived from 2 
gearrlized attitede toward the compony of a 
‘whole, toward the particular chairman wbo is 
residing, toward the initiator of the Item, oF 
‘ward the wily of committees, et cetera, 


6, The indivitoa’s sates ws worker, ax repeesenttive, 
( ax committse member. Thove whawe status 
is relatively igh do not invariably have a low 
‘threshold of response, but their partilpation, 
ueverthele, cai specific quality 

17 Thmindiidaal’s pychne gradsen. Allhuman relations 

‘ze, premumably, tinged with patbologrcal poten- 
alten Aa sophistication iocreate, patholagial 
probabilities tend wo to crease. Certainly mont 
organized qroupy wach a committer, 178 cox: 
Alitioned by peytho-patbologies. Especially to be 
ted isthe tendency toward individual atonamy'! 
fn which the selt remains encased and. doet not 
achieve that Sexiblity of attitude and in which 
4s needed to raise groop procems above the super. 
ficial into the aren of interpenetration. 

1 We uy nied De Tage Bao for dat eee at oll 
5 to ofr sens to rep freeman pst kab 
‘horn by aint oa eany nd “Tee astemy ofS? 
See Badpaat of Genp Aap” Pen Yad Vik 3 8 
Sener ot 
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‘The quality of participation for each ‘nividaal ie thun 
derived fram 2 coniguration of thee conditealng futons, 
‘This may be portrayed fc graphle form us follows: 
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‘Whale graphic rpaenntations ar indent far porpota 
of revealing gradations of qualltatvecepacie, the above 
conigurtios wil, at last, aid in cating our mosnlg, 
Te wil be oberved that Coaiguation ” ,” fr example, 
[portmyy what might be called "thin respose; a 
ia po single cir wich prademicatm salicimtly 10 
produce an arymmetriea repent. Coniguntion “A,” 
cathe otber Hand, shows a distinct exctonal st; ia 
‘hin instance the maponse wii be only eighty inaeneed 
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‘by the sone of inowiaige in which the protien fla for 
(Qis participant, but emotical bia will bea dominating 
‘dement. ConSiguation™ C reveals response potentially 
4 favour of reasoned, rational, and Ssapersnal prticipe- 
‘Hon, The committee proces, considered axa total web 
of particpation, is then a bling of all involved 
{ndivideal congertions 

‘We do not, of coarse, lsat that the above variants 
Aepicted constcate the ely factors conditioning the total 
Interectloa withthe @roep. Obviomy, an factors xx 
vex, ups ntaligmce, andl parhape mca traits oped to be 
considered ax gmaral conditioars, bot to dsestangla 
the i 8 task of consderabie prepertions axa does not 
teem necessary fot our parposee, particularly at thie 
Juneture. 154 later chapter where we attempt fo promat 
tha flow of inarnction asi actually oscars in caput 
cso we tal alo take sept towastlfarthet son 
cation ofthe Interaction formula, 


Factor in Growpto-Growp Ineratu, 

Objectively, interaction can ealy take place between tn- 
‘vidal engmnieas, between pectoas, ox between orpanioms 
(penons) and thelr simulating cxvirment. If we 
‘erst in bering tbat interecticn impliea modiiablty 
fn both agents, and it a dificlt to see how 2 simple, 
‘oon-way conception of intemction can be valdated, St 
then becames loge! to include whatever may be garded 
ts enviromental within the equation of interaction. (In 
‘Chapter IIT wa hava mthuied some of there eqvironing 
ectoma made the categary of crcansjacmer, bt thes, and 
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addition) factors, axe conditioning with mapect to 
{interaction aa well as impolios } 

{In joint commitizes cach participant repands to and 
seta upon groups +23 well asindvviduals, Itis to benoted, 
{or example, thet dimension almost never eppears within 
the management group, wherees it frequently charuc- 
teres the employee group. Employer representatives, 
having come to recognite unity in the management group, 
respond to this unity or salidanty an well as to the 
{individuals constiteting the group. There is, then, a 
_rovpness ina joint committee in terms of whuch interaction 
Detween individuale takes place. Particpante for the 
sont part ngage in Gscuamans 25 spekeanen fat one of 
tho other groap, and often individual deives and Seas 
‘ne sabmarged inthis aterplay of groupes ta groupeeat 
in other words, the individsals eepouding to each other 
‘cannot be conserved merely ax individuals but lay me 
unite wittan a lasger social whole. Seltexpresson in a 
Jount commits if never of the self alone, but always of 
‘the sol-of 2 group 
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Tia Elements of Prderaction, 








‘The above depicts what happens in an actual comnittze 
Sesion: one individes} communicate with another ia 
‘term of iis capacities, hin groep punpose ax invaived fo 
‘the total impala, bs status a8 relatively dstingaabable 
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‘between employees and manager, and in terms of the 
‘entire channel (creumjecence} within which committee 
activities fow. But this picture of interaction does not 
portray aleiments soficienty cednced ; analyals thoul go 
at least ane step further. 


The Analysis of Eteraction. 
Scientific analysis begins by asking what ia the ant to 
bbe observed? What are sts propertea? How docs it 
‘behave? On fst consideration one it apt to be mauled 
Dy ennaidering the total group, that i 9 our came the 
committe an a whole as te entity for aanlyms. Any 
smalyuis of interaction mast be baud wpon astumptlons 
concerning structure, tbat the propertss ofthe “ group ” 
‘witha which ft tales place. Pye peeximlty makes a 
sroup in x physical sase only, and since group proces or 
Interaction in eamataly paychalogeal, the mere aggrega- 
tion of individaals within 2 certain pace can never 
constitats a groap. Thus, on reextmining the data the 
Inypotheais waa formed that analysis must proceed on the 
Datis of the interna represented, and it follows from 
‘his that there are ax any “groupe ap there are 
foteresin repreented i the total peyehic configuration 
‘wtuch goes by the same of the joint committe. From 
thin point of view, then, #t an apparent that there are 
‘generally four major kinds of interest reprovented 
1, The interest of mazsgement as « ochesive group tn 
‘resenting to the total grosp some subyect related 
{oits ppm, 
2, The interest of employees (sometimes a8 8 2038) 
‘Who use the joat committee 
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43. There are cocasional individual interests (which may 
‘oF may aot become items af group importance). 

‘4, There ae also common interests upon which the total 
‘group cam act ae a anlt, 


1t appears, then, that since there are as many groupe 2s 
‘there are interests, no single set of descriptive categories 
‘willbe suitable. Thus abstract categoric are nscemay. 

Individual persnalition pmcting wpoc cach other in a 
committse seaion do so in terns of specitic mtuations, 
‘tha total group f proented with « problem, confit « 
situation, and thereupon engages in discussion. This 
procedure of communication may be analysed ae a setica 
of stimull x6 responses. This step brings us nearer 
categoria which are table in mmamurmment. Total 
ervonalites interucting may be wied to designate the 
social procem, but for analytical purposes these per- 
sonalitie, plas thelr impact upon each other, need to be 
reoced ta tera which are moce behviouistic. Our 
search for soch categories bas led through a veritable 
‘aoe of trial and error hypotheses which meed not be 
retraced now. 

Tntaraction, #0 far as it can be objectively observed, 
begins with presmtation, with oral communication , the 
lndividaal who sakes the premntation muy now be 
reyanied as the agent who ‘leases & social stimnlas ; 
‘what hs is as an individual is still unportent bat only 
‘rom the point of view ofthe infisence which his personally 
exercises upon ble stiakes, The same is trve of response. 
But, bere we confront an aéded dificalty wach renders 
simple atialoe-ceeponae inadequate: the rsponse which 
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any ‘ndividual im the group makes to 4 social simul 
may partake cither of that type of reaction iknown as 
refer or of that which is known as reflection. Between 
these two tersae stand maxy others which sepreseat the 
total range of varetles of response. Tn « jolnt committee, 
for exazaple, the individual does not respond simply and 
ravely ax an individual; his reaponse Incndes some 
sopects of his rOle aa reprewatative, the purposes of his 
sroup, is aatus, ef cetera. In abort, before be reaponds 
‘overtly, he engages upou e procadare which may be names! 
organizing his response. The midéle term between atimus 
4S" and respon "R" semely "0," peculiarly 
sigaltcant for the social sciences," Stimulus, that i the 
manner in which an individual initiates comvanication 
‘with another, may be thonght of as belng more dlatnctively 
4 porwoaal and not © social trait, Bot argenimtion of 
respoue may be eaasidared ax being primarily « socal 
datum since it lz at this point that purely personal 
{Ingredients are reinforced by roca considerations, When 
"3" ig considered a a constelttion rather than as a 
single stimukes; when “0 is comldered ax the social 
mode of organization, and fcally, “R" as the total 
collective response er coaciasion ta the problem stated in 
“ 8," the applicability of the formula S—O ~ Ris evident. 
A Final Forms. 

‘As a final formula to be used for purposes of analysis, 
‘we have consequently adopted Stimuiee-Orgunimtion 
2 Fer farther entrain of he tects era nt Th Fre 
Wak by HB Hak end Gap i'd Soe Poco fare, 
by TW Seow. uw Cnet Pcp, by Wolipog Ket, 
tly na tarpon ote ase ce, taal, PANN 
Traeon 
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Remon, or $—O-R, Bach mparsts item of bosiness 
‘trampacted by 6 committee may thos be analyued ia terms 
cof es mecalng as rtimalus, ts eeanleg es organization oF 
socal consideration, end fially ita mesing as repos 
or conclnion renting from this ganization. 

‘Aaa category of aualyaia we may now deine Ineracion 
1 thas pact of Slat social process which sacar vocal 
proedh, rpawsashous of response social ian, and overt 
‘rexpomaeelogther withthe varios rdtions real Betcen 
hs thre terme. Since wime, onguaizations of response, 
‘and overt response ore not etple forms of interaction, 
‘arther expremios of the formela is necnomey. The mare 
‘tei Jounula should be S*~-O-R, in which S*indiontes 
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Deere meee errs 
Equrrrep with three major estegoties of analysis, namely, 
Tapalin,"Coacgoaces oS Tavera 
Position to describe what impel the joint committee in 
Ss ianies al pai crime 
pe Neh ang bad poenldlrerer 
‘renction) ls thereby set golog. These are prerumed to be 
categurien suitable for analysing the dynamics of social 
‘Phenomena. The consequences of any specific impulslon 
Seg tains ge ones any aioe 
eta cree oe 
Bere 


‘The Concept of Sooial Changs. 
‘The term. " social change” as popularty used in the 
socal sciencon manally caries ane or the other of two 

‘meanings, naraely: (4) alterationsin culture or eiilizat 

‘comapared with come mate constant factor, mich ne ma’ 
‘ological evolution,” or, (9) statistical meurureseat of 
the growth of popalations, institutions, social events, 

Asa ena came oF WF Ope 
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ct cetera” In the Sst instance chenge is interpseted {a 
valuc-terms, its exposition # intecusod with judgment, 
In the second case, changes ere merely exumerated. Each 
tcimes, premmably, most selec ta own consept of change 
as wel us its own methods of meesurament. Ultimately, 
the alm ofall science ts to meamure change, but this very 
tim introduces x most subtle clement into scimtisc 
Ghought. “There ia always something thet the human 
being wants to know,” says Opbarn,* and it 6 pracialy 
‘because he " wants to know ” that his emotional prejudices 
‘and biants invade his scents procedures, 

‘What, thea, do vol eckatisty with to know? 
Obviously, they wish to discover which aspects of social 
plenamona remain celatively coastant and which are 
Featively flexible, at what rate change takes place, and 
‘what eaases the change. If the mci scleoon were to 
restrict themselves to this list of obectives, they might 
secare status in the family of the sclences by producing 
stu adoquste body of descriptions nad statistical analyoes 
‘Te would then be lett to others, moraliata end phionophery, 
pethaps, to diseriminate between "good" und “bad 
change, between progress und retrogreason. We do not 
Delieve that social acentits, nar acy other eclantata fot 
‘that matter, ae capable of restricting themselves in this 
fashlon. The functloning of the buman mind 1s not $0 
simple 49 this teparatioa implies: we sre not able to 
sbotract our judgment from the rst af reasoning at will 
or does our desize for Imowinige, that part of us that 
“wants to know.” confine itself wooly tothe quantitative. 
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It is our contention that whet people reslly want to know 
ix ahwagn at some point quaitative and specie; they 
desir to know what diferenee change roskes to them an 
to their Hex Change in time and apace is an caential 
‘concept and probebly underlies ell other conceptions of 
change, but altmately we all wish to know the meaning 
cf change in teation to ovr etivites and. our emne of 
valors 

Changs ad Emergent. 

‘The teem "change", perhaps, Inadequate for ex- 
premng qualitative movement. (Change is, of courve, & 
Tore geneal tem than movesest, inc the later term 
connotes merely alteration of position im space)’ Our 
specie need Ie catagory which wil denote, ont leat 
be inclusive of, the qualitative canvequences of internction, 
Tnteraction between noc-mechanical entities implles a 
‘modisbiity ou the part of the entities themuatres end 
‘pon the creunjacent factor Aa adequate term fer 
cur prorat perpare wocld be one wloch gave meaning 
to the modiseatios obervabie in the interacting art 
fipente of joist commutiens in their activites an 
committee member, end in tix relation to the groupe 
of which they sre functioning parts, namely, the com- 
rmittes themselves. Brerzence appear to vs to be such 
2 team, end we propow fo wan it hareafier asa catagory 
cof analysis for purpeses of denoting changes in the 
Interacting proces as a total stmation and as a st of 
eaten, 

“The search for emenpent qualities resulting from social 

1 Se Safe Pgh by © Beads? 
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{interaction becomes at ons stage or another a selective, 
valuing procedure. Such search will be painted toward 
sigulficast change and wherever sgnlicance Js ascribed 
‘valontion bas begun. At this point values as resent in 
the anation ane! valors af fnhering in the peramality of 
the reseamh agent converge, bat a fuller discamian of 
‘this feature of esearch is mscrved for the two raccoeding 
apter 

Bmergmca as Related to Previous Categorie of Analyt, 
Pechapa the mott practical method for giving meaning 
to the teem “ emergence ” as a peycho-soclal categury is 
to indicate in relation to the three foraging categories 
of analynis, 

(@) Impolaion deals with the energies uiized by, joint 
‘cammittes fa indvstry. As a tec of anniyrin, 
‘mpulson implies queries concerning the nature 
of the needs, wants, and desires of both employees 
sand managers; queries conoemniag the purpose of 
ach party, and the porposes of both parties 
considered ana whole 

(@) Circumjecence deals with the forms which limit. or 
canalize this energy. Are these forma fixed or 
flexible? Are the atttodes und oomceptions of 
‘managenent mubject to influences exerted by 
employees, and vice verm? What variations 
forur in campany orgaatsation, employer rmpre- 
sentation plans joint committee structure, cam- 
smitten chammanship, committee prooedure, com- 
mittee babita, et cotera? 


EMERGENCE ” 


(@ Interaction deals with the quantity and quality of 
‘pattleipation in the committee process. Dost the 
‘quality of participation change ? Do committens 
advance from simple to complex problema? Ie 
learning to be observed in the rajpanses mde ? 
‘Are the more subte forms of relationship within 
‘the group recognized? Does the flow of teraction 
Jead to changing modes of cammtiee procedure ? 

(6) Finally, it mast beeskod : Doss interaction eed to 

committee decuions which may be qualitatively 
tested ?- It wil be seen at this point that a qual- 
‘ative interpretation of interaction at oace Jenda 
10 the problen of comequences, or emergeuty, I 
addition to the qualty of committee decisions, 
0 wees ut once the neceaity of aaking wich 
questions 1a the following; Does the proces 
ncrease or diminish the separateoee of the two 
collaborating gromps, employees and managers? 
‘annity or divnitythe chet qualitative distinction 
cof exergunce 7 If anity fo anything like a pare 
sense {6 not observable, 6o theve joint commitines 
roveal, af consequence oftheir interactions, uew 
«qualities of relationship? 

Sammarzing, then, i appeata that changes or emer- 
_genees may be dcovered in impulsen, in crexjeceace 
nd in interaction. (Other types of change wre preseit 
‘bat thasethnee areas appear to be appropriate for u study 
ruck ax we have condacted) We may now oume these 
semengents in accordance with their relation fo the previous 
categories, samely, Impukon-Bmergeats, Cicamjacenco- 


78 DEVELOPING A SOCIAL PHILOSOPHY 


Emerges, and Interaction Emergent, An ‘ostration 
fn each area may safice to make the meaning clear. 

{e) Empadnion Emergent > A mace oc Yes informa joint 
‘commutten dlacassion led tothe mention of waste in 
‘he plant: thas in tom led to n joint investigation 
cf managers und exaployecs of the wasic ituation 
and its relation to the welfare of each, ‘Sinoo this 
consequence involved needs, wants, end desires, 
& may be said to have bad the effect of altering 
‘he impuhion oounected with joint conmttem. 
In another company the management was 90 slow 
in making certain change reqomtid by the 
‘employees that the employees Jost interest in the 
yount committees and meetings Inggod. Here, 
‘then, is an stration of eegative ampulson. 

(©) CrreumjacencerEmergent> In one company & practice 
thay arisen wloch leads to a periodic revision of 
the booic of rales guiding the work methods of 
the plant, and it was discovered that this practice 
«zooe from discussions in joint committee meetings. 
"The envireamental aspects of the total situation 
were, that is, altered through the sctinties of 
joint commute interactons. 

(9 Irderachon-Emergent ; Pechapn thn mont sigificant 
type of emergeace w that which may be observed. 
3 flowing, dimctly fen the interactive prooom, 
itself, Under this caption we may dastinguish 
‘uughly the following types: 

1) Ercerging quality of participation; recognition 
of permmality difereaces. level of sttsition 


(@) Changing resxgaition of interelationships ; em- 
‘ployees us a group with managers as group. 
() Changing quality of decinons; increasing or 

dimuishing joumtoess in the decisions; level 





tinguished from the “ easiest” solution of & 
problem. 

G@) Changing character of commitize procedure; eat 
sf more arbitrary, 

(s) Changing character of committee procedure 43 


domunsted by the chakra, wt ooter, 
(6) Changing attitudes toward indvetriad management 
on the part of exxployees or manager, et catera, 
(9) Changing eanoeztions of the nature of unity or 
inunity within industry ; unity as possible, 
‘lly as becoming but never arriving, et cater, 
‘An illustration of at last ase of the above emergent 
aay be found in the fact thet many ménagecent ofrials 
‘nd technologists interested in industrial managersent are 
now directing thtir attention to tbe problem of commuter 
ocedare; this cnncera has growa directly from con- 
siderations involving joint camimuttaen, Since thts curent 
fnterest comes dizectly within the scope of the present 
study, we may include further comment. There are, it 
appears, three schoals of thought among industrialiste 
‘with respect to exmmitzee procedure; and these may be 
enguated ia the (liowing manner: 
(@) Teose who sdbers to = oliied Socratic Mahod, 
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‘Throvgh the ose af this type of committee z00- 
eedare fhe chairman trains Mimael! $o question 
asking ; be sekiom cakes affirmative statements 
‘but gradually reveals the attitudes, opinions, and 
‘experiences of the members of the group by means 
nf advancing interrogations Under guidance of 
this sort from the chairmen agreement usually 
ferrives a8 commen aament. 


() Thane who adhere to the so-called Dedlepmenlal 
‘Method, This type of committee procedure i, n0 
doubt, wx outgrowth of Socratic techniques. Tt 
operntes as development of axy given problem 
Dy @ mixture of questions and afinnations put 
bby the chairman He decides io ndvance what 
‘the peopet solutloa to the peoblem is, and then 
(guides the groop by siclful mamcruvres to this 
‘cooctution, 

(0 Theos who adhere to the so-called Discwsnon Matha’, 
‘Thin pewer type of committee procedure sould, 
pethapa, be called the ~etucational method,” 
since it is based upon a pedagogical principle, 
‘umely, the notion that interest in a leataing 
‘experience can only be maintzinsd at a fruitfal 
level whem the participanta are dealing with & 
‘roe problem and when they approach it in the 
mood of discovery. This principla of so-called 
‘ progreaive efceation” incisdes tarreaching 
corollaries of bots 2 plowophical and 1 methodo- 
Jogi character. The use ef @ixcueion 28 the 
instrument for actually dincovering solutions in 
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committees implies a kind of faith fo human 
‘ature which is absent inthe two above ethos; 
‘the chalrman becomes the teacher who guides the 
procedure but not with repect to the end, oF 
solution; he stands prepared to abide by the 
soasequeaces of the coachsioa which repeats 
‘he group, its knowledge and stx porpose; is 
‘attention is focused upon method, spon the means 
‘which the group ates (n aching its decalonn, 

‘This isnot the place, obviouly, to lacans fully these 
‘various schools of thought, euch of which has its devatoot 
{in induatry. Very few joint committees utilize the ast- 
named method. Discusion is i regarded as a proedre 
‘of queations acd acawers in which the chairean does the 
anowerig.' The Developmental Method, on the other 
‘hand, {# widely used in joint comnlttecs and many 
chairmen ave reached © high degree of skill ix ite 
‘application. The reader will lave become aware that the 
‘ads of consequences, exergents, which may be expected 
from 1 joint committee are in lange measure depencient 
‘upon the type of procedare utilized im the committee's 
deliberations, 

Ars Conmites Emergences Measurable? 

‘The committee as an instrument of social cantrol ia of 
‘such importance that it seems aecemary to epptonch the 
task of meamuring itz consequences. Certaily, industrial 
leaders will sooner or later be brought to this realization 
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‘by reasons of sconmmy. The discunion of camaittes 
cqmegeuts is futile unless accrepanied by further oon- 
titerution of how these cod-rmlts may be reduced to 
‘terms of comparsbilty. To the present stay considerable 
time and eflert was dzected toward this problem, and 
although we are not prepared to maize speciéc proposals 
‘we aball lnciede several suggestions whack may prove 
‘uefa to ether investigators and experimenters 

‘No univera! measurement for committee output is now 
ealble, nor arm we able to propose one. Our measure: 
ment experiments have merely been cared to the point 
where it veers fexble to compare committees within 
the name company. Our S-O-R formas for analyzing 
‘the dyoumics of copanittes proces my be uiverally 
‘wed butt something needs to be alded to make emergents 
comparable as between diflerest iodusttal uit. Thi 
riination artes becasse of the divergences in undeslyng 
pPhilowpbies of industriel amigecect ; each company 
‘acts in relation to a given, and fo most iastancea a 
‘ditionally derived, conception of control; consequently, 
ach company expects varying degree of porticipation 
from ts managers, technologists, and workers. Thin 
ality of expectation reaches all the wey down to joint 
‘ammittees and modes both the prooetures for each 
‘conimitise ju each separate compazy and elo the exoergeat 
potentialities, 

‘Within a given cimpeny, however, standards of various 
sects may be azbtrally agreed upon and committees of 
all grades may be tevted with respect to their output an 
seamed by mch standarda. Agrement may be reach’, 
for exazple, with respect to what constitutes higher and 
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‘Another wale of measurement might be based pon 20 
scbitrary act of values sscribed in advance to the quality 
cof decision cmachad by the committee with mepect 12 
‘ave problems that i, problems for which the committee 
{a expected to find slations and for which {t exercises 
sckzowledged cononsbilty. But, what values may be 
appropelately uted for auch a purpose ? Some have 
‘ropoted and indeed studies bave been premised upon 
4 angle value, mamsely Demacrucy. This ia, of course, 
4 Dlnet term and may iodkate a varety of meanings; 
sunally, however, the term ” Democrscy” serves 

rough test of the comamitie’s procedara. If dhe workera 
are actually allowed to participate candidly, if thir 
‘piaions are taken isto account, and if in the end the 
salution areved at by the commuttee belongy ax much to 
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employees an to manager, all of his is meganied an a 
democratic procedure. The testis also applied to methods 
of electing exployee representatives the degree of foaion. 
‘ganted employees in making complaints, et cetera Bat, 
4 seams to us thet Democracy i mach too amingucns 
‘aterm to be used as a part of research. Its overtones and 
‘undertones call forth too many notions which are embedded 
fn emotional biases 

Underneath the term “Democracy,” end probably 
os a more refined conception, may be found a wider 
range of values which describe mare accurately the 
quahiative pessbiities of social actlon. For example, 
‘where one penon stands to enother in the relation of 
ubordinate, the process of Internction according to 
‘which they amve at conclusions may consist of comsaunds 
tind bodiences So far ax extemal observation goes, 
‘this foom of interuction represents & one-way proves 
the aubordinate pecton exercises no iofigence upen the 
decision, and is personaty, his desires, wishes, interest, 
‘purpooes, ure not taken into consideration. The penon 
{in wntbority, im cases of this type, directs an external 
ftimalas toward the subordinate, and be expects the 
sibordiaate to aeguisce. If, stepping to a slightly higher 
plane, the peroon in extharity makes hie suggested decision 
in the presence of the mbordinste and at the same time 
Allows for comment, the renultant conclusion may be 
termed ated. The formar quality, acquiescence, is 
‘ually foun in military organizations and in the relations 
between parents and young children, In the case of 
<hikrea it invariably appens that growth itelf, that i, 
the evutstion ofthe child's persooaity, make it memsary 
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for parents to step from acquiesomce fo assent. When 
real didrences begin to appear in enced relationships 
Aigerences founded upon divergent interts, it umally 
appears that one side x the other is prepared to accopt 
leat thas it demande at the outset, providing the other 
fie iia turn prepared to make a saflar sacriice. This 
type of contanon say bo called. cmpromin, Bete 
compromise may be reached, « two-way process of 
{interaction must have transpiced, dilerences most have 
‘been at least partially explored, and it romst have been 
fmm that authority to decde wes in tome measure 
jolat and not verted wholly is one o€ the other of the 
engaged parties. When te tame twowny promis of 
{nteraetin calminates in a conchssioa in which o sarees 
Ihave been made, i which both group ave attained what 
they really wanted, the remlt may be called tonsew! 
‘And, when the consenting mode ia oad $0 far my to 
lead’ the participants to invent a sew conelurlon not 
Lithert propooed by separate individuals, the result may 
Da cled tegration, 

‘The above terms furnish us with « graded systam of 
‘values, and although considerable subjectivity chags to 
these concepts, they may be utilized with more accuracy 
‘han a bbmnket term euch 05 " Democracy.” To ask if a 
social form or 2 socal proces i democratic is too mach 
Ske asking on indivisal if be is good or bad And, 
peshape, this is the place to state that we are cot bere 
‘propoting oo ultimate scheme of values Indeed, It ta 
‘ot congenial to our way of thinking > asmume that valoes 
com ever be final und sltimate. The above rativistic 
‘values are buted upon the asrwuption that acquiescence, 
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amext, compromise, coment, and integration bear some 
irvct lation to the total configuration of valzes in 
contemporary life and culture. We bere, in other words, 
merely added a sen fonetcoal content ta graded syst, 
cof values which, in x somewhat anrecognized form, already 
exiets, Historkally, the American poiteal experiment was 
Aesigned, partly nt leas, to alow for consent, wd perhaps 
tx no other country of the modern wor is there 90 much 
‘thparetcal Aacumion ofthe means far elimlaating arbitrary 
authority. We are aot blind to the fact that in actual 
practice arbitrary authorides may be found tn abandance ; 
Tat x value always partakes somewhat oft ideal, repro 
senting ust does a jadgment between the lewgood und the 
Detter. But, in wo far as we apply these criteria of value 
‘to tema dealt with by jolat committees in focustry we 
prosume merely to indicate « tnd a gradient ; we do ust 
‘rename to state that every item presented to committee 
a ousoeptible of, Jot us say, en integrative conclaaian, 


A Propona for Disemaring Emargecs 
Granted that the above set of values as attached 
to the conclating stage of comites proce it valid 
for its ealtural setting, ow may it be utilized for 
puxrpowes of testing emergence? These impated values 
tre of conne, pertinent enly for committee items repre- 
seating actual or potential adjastinet betwoenindividoa, 
‘between departments, between employers and managé- 
rat, ef octer.. Obviomly, the frst corlation to be 
adi i that between Ge Ki of etoation aod the quality 
of couchuon. Do committee find it posible to deal 
roe creatively with certain tems thes others? Ta the 
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serood place, the gualty of concinsins reached by any 
{tven committee art be reer to the backgromd of 
Ceaployoe reenentation in the company ; some manage- 
‘ant groupe, for example, epecfcaly dlavow any 
{Intention to develop Investivencas snd creatives 
tivongh commiticen. Abd, i the third ple, the qualities 
of couctsions most be rated ix each instance to the 
spin fanetion ofthe partcalar cacamte in queation 
for came, the committe i instructed to neret only 
a an advisory capacity, tn decision wil aot be the same 
an they might be ifthe committee were actully instructed 
to legate, In view ofthe above variables, oor where 
cf values becomes atl toe relativatic, but we present 
ty Dover, as inypotbens. The diagram below any 
seeve to further clarity this conception of graded values as 
attached to commitee concleston: 


feqvesemes tnugytign 





Gemastng Tog 
Oboe Aecang — Saeveng Aging toting 
‘The above ingrom ines three aspects of commltee 
process, each representing a phase of quality, or value: 
the two heavy lagen Hoes, axe going fo the left and the 
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cite to the Hh, indicate, pectin, direon toward 
scbloary authority and toward group eectivene: the 
iocienatal ines pointing upward inde types of coor 
dovions posible eanges la a graded wale aching fam 
tcquleseac to fatgration; and ponting downard these 
‘ae linea indicate fhe Kod of activity wich enguge the 
Ceamalter when it arives af eck type of emlosioa, 
“Al doce reaced by «lat comets are impart, 
provided they emerge as atio. Tx Chapter Tl wean 
{hat the oaly abjective polat of vtew from which joint 
somunitteen might be comer eas that of ther 66 
5 mantrummin of raazagement, ‘Therefore, a preint 
Imewsuremect of the relly of comaiton action woudl 
timo» these beyond the committer sean to dlisovet 
how they feally emanated a8 action. Ui, for expe, 
i mamgemat represeetativa sobmits to the employee 
representatives aaron af pom cations fora baton, 
and anks thers to daca thes In the Hght of relative 
choles, hn advice WRG he seams may be a vary eal 
pert of the nctetl canehision, but it, Severthelamy, gots 
ftv Incoporatd is ctics, aod i, Cafe, agian, 
thn dager below i wil be son how even atvisoy 
tosctos of Joat commities became part of the tte) 
‘nanagenent in iduatcy: 
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SUM another propen for analysing the output of joint 
comnitiees might be devised by esiablishing correlated 
‘weightings, that ia, by bringing each type of subject 
matter ot committes business confronted by the committse 
‘a9 true problem into relation with the above value seale, 
1, for example, the higher types of coortosion are reache 
‘only with respect to the let-valued types of problems, 
‘the committee would be ragarded 2s functicning ut u low 
vel of affcimecy, and vice vere. 

‘As a category of analysis we say define emergence 
fn the following language: 

Bmergmmce represents any evolutionary change is 
‘the quality of the consequences of joint commttee 
‘actign obaervahle in the committee's impulston, cir- 
‘eumacence, asd interaction. 
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CHAPTER VII 


‘VALUES AND SUBJRCTIVIFY 0 SOCIAL RESEARCH 
(An Epistemotogical Not) 
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‘Ta foregoing categories —Impuision, Cincumjacence,Inter- 
‘ction, und Brmerpence—aere representative at | vocal 
hhypotheals. These are the peatolates which we propose 
10 lili «8 symbols for the dyarics of social process, 
‘Gur problem by way of recapitulation i the joint 
committee in indasiry ; cur sim in to describe the 
functioning, the éysamica, of thee committees; our 
hypothesls may be said to const of the notion that 
dynamics proceeds from same source, is the result of 
social factors, which we call Impmivion ; but socal forows 
do not operate in a vacuum ; they are circumscribed and 
conditioned by various eavironments severa! of which wa 
Ihave selected for our purposes and named Carcwnjacence; 
social ipulaions 8 conditioned by thelr environment 
‘eves! themselves in the form of stimu and responses, 
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‘actions and reactions, between ixaman beings; these we 
Ihave called Inlerachons ; interactions, in turn, produce 
‘certain changes all alang th in, changes in the Interaction 
proces tel, changes in crcemjecenee, and in impubsoa ; 
hese emanating change we beve named Emergence 
How may these categories of hypotheala be utilized us 
categprioe of methodology ? 

‘A sound hypothesis will give forth trustworthy facts 
nly when put into we through a valid method. Bat 
‘what constiates valid method for the eocial scencen? 
‘Althongh it may appear as tantology, a valid method for 
‘xy fclmen In one which reveals valid inowletige with 
respect ta the appropriate probiems ofthat acence, This 
more oF lew obvious statement does not, however, com 
‘pletely clarify onr situation. What is need isa clearer 
otion of the concept of valndy, and this canton us 
firctly Into the area of epistemoingy. 

Josiah Royce was in the babit of saying that “ the 
epistemological problem . .. is the question a8 to how 
wwe trunmcend the mubjective fo our inowkedgs.” ‘Tbe 
assumptica heres that valid mowicdge i tat fram which 
all mbfectivity has been eliminated. But where is och 
‘ecowledge tobe found ? Theoretically, t mast be granted 
that “two hemispheres of malty "exit, mammly objective 
tnd subjective, but by what expirical proves ity these 
be separated ? How does the ssentistdivores bis thought 
from his object ? How, indeed, can there be un object 
fox him if be dows not perceive (think about) ft? That 
objects do exist without hia thought must be taken for 
rénted, but soch existence bas no importance, is purely 
theoretical. Te existenca of an object becomes important 
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‘when recognized either ax perception of conception. 
Cogpition is the beginning af siguiicance, But aogsition 
4a poychic act; its impalse comes, not from puriied 
ream, bot rather from will and wish, "It umst be 
remembered,” writes Hans Vaikinger, “that the object 
of the world of ins as a whole is not the portrayal of 
reality—this would be an otiecy imponible tsk—~but 
rather to provide ua with an inatroment for Anding ost 
‘way about more easily in this work. Subjective process 
of ought tnbere fo the extive wtructune of comic 
phenomena” + The real problex of epstenclogy, then, 
4s not to flod ways of transcending the subjective but 
rather of including it ws x necemary concomitant of what 
1s commonly designate as objective knowiedge. Social 
selentints have not found xt eury to scoept this point of 
‘viow. Thay have, ar the most part, attempted to fntate 
‘the methods ofthe physica sciences in which the wabjective 
ement appears, mpericialy at Iaast, to have been 
‘conquered, This “ wish” for " pure objectivity ail 
dominates moet of what goes by the name of soa aclenee, 
1t should not be neceamry to recapitulate the complete 
argument for the subjective objective vow of realty, bat 
‘eoough must be mid to make our position clear* 
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Jim the fit place, the mocial sciences are peculiarly 
scstoeptible to sabjectiviam, snd for this reason theoe 
<Gscipines cannot wholly divorce themacives fram contral- 
ideas, The term “social” is in snd of itvelf a valus- 





coueept; all efforts directed toward an anys of what 
Wn tock, und how the soca! fa existence operate, aro 
cither candidly or by Impication motivated by the 
underlying deze for emtrt. And, as Bagodowky 





‘be relativists.”” The wish for coatrol knowledge inevitably 
injec witjective cement foto socal rear (We 
are here emphasizing the social sciences but, as Hans 
Vang and Bertrand Reval pst oct, the se 
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‘elioyen Mn from the cbigation of dealing with reat 
‘bjective cymbals which cacaot couwey accurate, rece 
‘ed contact measings, 

a the second place, the social sciences deal with 
Plenemena of experience. Whatever these adlenoss mary 
formmlats an law or principle mnst Sint tae paced 
‘ugh wn experinental stage, And, all emperiene fs 
Imbuod with wubjectivien, Teco i dist of al, wy 
stperlence, ubout which I cannot pomibiy be completely 
objective, fmpemonal; thers i, second, your expeisnce, 
‘which Team only know at ove stage rexoved ; and there 
4s, hwy, ow oF their expesenee, which a Maal to be 
sil another step away from “pare” objectivity. The 
wink to low this experience which & social i in tae 
derived from anbjective sowsces, and he who pursues the 
‘wah and actually attempts to fathom the natsre of oeal 
caperience mutt agala samt to w snbjectivn proowtar 
Jha mont, that is, cvstract cottala hypothees which vos 
to hies to denote what is iavolved in socal phenomena. 
His ypothenes, in turs, are formulated in (ema of 
relative eymbold, concept, which be arbitrarily eaploys 
foc purponea of myeling te vet of rity which he has, 
4 fron, eavisaged. In tis study, foe example, we have 
Iypothecated the concept“ Impulsion” which, fr my Ja 
A generllaticn, ax abstraction to dacote that pesticnlat 
fecial thrmst arising, fro humax seeds, desis und 
upoes respousibe for geaerating explayee repreeatae 
tion and, is tur, joint exmmitices Other terms wonld, 
10 40cbt, 208 wel, bt this coe eet sit our pope 
ad repteamts us arock verte soruray an wo are capable 
of tli. ur precede at this stage was, of comme, 
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logical, not epistemological. Bat, even at this point, our 
loge i relaticitie; we suggest merely that there are 
probable caus for toca) phecemens. end that thoes, 
whatever they ans, may be scbemed under 4 angle 
category provided itis sficietly abstract, geatralized, 

1 the eocial wiences were capable of employing a parey 
objective method of coxarch, all that would be needed 
for prrposes of validity would be de-subjectivized, de- 
peronahaed “ spectators" who could dispessionately 
observe events, analyze their varioas aspects, and reduce 
‘their findings to statistical frran, But it is procizly this 
“spectator” iniwledg * which isto be mistrusted. The 
“"ecentist" who  copable of oo moch delusion, 6 mach 
fletioniaing, wi most certainly allow his unconscious 
Purposes nd wishes tm latnide, He will, of cousin, 
‘Vebemently deay that this is true, but his denial is part 
of his romantic wish. To adzalt that his peyce lus been 
Involved on his research is tantarsonnt to ruling bim out 
as ncientst. The social scientist who utilise the spectatar 
‘method becomes a wort of “ detective” who spies upon 
fartire eventa but keeps himself aloot, fre from cm 
tamination. Tt is our contention that 10 oo far as bis 
“detective” methods succeed be will, In the same 
‘Proportion, separate Inmet from that reality which is 
significant. 

Most of what bat been written above may appecr to 
bbe negative in purport. Becanse of the persistency wth 
Which naive objectivity continues to infinenoe socal 
swmeorch this coume seems amcomary. If our position 
rewarding sobjective-cbjective research cotld be made 

1 ut fr Cnn oy Joba Dower 
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lear in m ingle paragraph, we ahonld be happy to employ 
suck brevity. But, uxhapily, the preponderant exnpaais 
in the Salt of socal scence le sal in the opposite direction. 
‘Wem, however, proceed to theformslstion af cur peitive 
quent. 

It the mbjective clement is to be inclasve ia social 
research, the fsst compulsion of the scientific cbecrver is 
salt awareness. (Although sabjectviam may be attiboted 
‘to physeal, physiological, and peychological spheres, we 
ase here peimanly concerned with peycholgical nib 
{eotivty) * 

Pechaps the most dizect way to approsch the anelysis 
cof the nubyective is through an examiaation of the various 
Joule of conditonings to which axy axe individual has 
‘been inured throughout is hfe, That is, his "self- 
wurenens” cannot be & mere getting into the proper 
mood of repoue, there to await Bhose refiectoas wich 
pour in apon bis. But rather it most be dynamic in 
‘terms of the wish or puxpose of the individual and the 
‘kind of value-sets he has acquired. If these conditioning 
‘ae examined they will be found abstractly to be of two 
Kinds; frst, Porsonat, ix terms of himoell ns x poychic 
catty, why he's in many reapects igus ax an invita, 
‘and how he, a dstingsished from others, bsppened to be 
‘what he is. ‘Thin is largely a matter for determination 
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rough the concepts and methods of individual and 
abooemal peychalogy. 

Hie condltionings are secondly sect in tera of the 
‘pasticcas mili in which his personal conditionngs have 
‘been edected. ‘These ane what rake him behave like, for 
instance, a Eoropean, a Freachman, « Parisian, us ditin- 
‘gulhed, wy, from an American, an Easterer, a Now 
‘Yorker. It is these socal cooditionings which make him 
‘a mm of bia day and tie. 

‘For general porposes, a discuason of the condltonings 
of the lndividual would end here, but in terms of research 
‘we have coe other class, namely, scentiSe conditionings 
‘which make him « mexber of this or that school of 
‘thonght ; an adept in this or that technique of reach, 

‘Thus curconception cf welt awareness 0st always be con- 
skeen elation to peycho-scial researc and the reearchs 
agent in obliged to ask hint questions snch ss thee 


1, What are the probable factors in xy behaviour which 
make me diferent from other individuals and 
inclined to Dias my judgments along = predeter- 
‘mined tine of purpose and according to a private 
ot af vals ? 

2. What are the social factors general to my time whieh 
T am probably not aware uf and which and to 
‘be made speciic in order that this research may 
hot be warped by a porpose and value peenliar 
‘om this tmmediata instant of tine ? 

3 What are the specie acientifc porpema and values 
fcconting te which this remarch is to be com 
ducted ? 
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4: How can I be awe of changes in ptpove and value 
la any and all of the above arran during the 
paid of tho remearch ? 5 


‘Tha Place of Vaincs its Prycho-social Research. 

‘Values are implicit in method, They came to the fore 
in every research altuation, and the failure to consider 
‘thom fully has Jed to much sterlty in past research 
where a clinging belie! ix natve objectivity has allowed all 
sorts of rubjective bias to crxp i=. ‘But the matter goes 
farther than this, ince psycho-ncial research of what- 
ever kind 4s inevitably telic, beace parpove likewise most 
be conaldaned. 

Research which bas reform in mind, and allows purpore 
‘andl concomitant values to recatin unstated, merely leaves 
‘the vocil situation where it wan before, since it i 
primary in the interplay of valves end perposes tht 
quatative chaoge i emergent. Thus an objective 
statement of raarch purposes and valoes dimnisos at 
ce the poasltity of " slentic disinterestednens” and 
“dle corkty in peyeho social research, 

1 the research agent male ax explict statement of 
‘the scientific rrpones and vals held in the research and 
‘males an egial endeavour to became aware of the farms 
of socal and persosal conditionings to which be is wobject, 
attempt to keep amare of three daring the rena, 
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fore the subjective clameuia Hable to afect bis research 
{ndgment« 

But « statement of valuas, beld eonacioutly of uxcem- 
sclomily, ia not alone mult ; consdecation must abo 
bbe gives to the values icherest im the altation belag 
studied, 

‘Valac,coasiSeed an judgments placed pen one's owt 
or other’ activities, ae derived from needs, wants, aad 
Sesire—te dyaazsic foro ta behaviour, Wham seeds, 
‘wants, und desis reach the level of reese, that w, 
Docome the motivating components In actual conduct, 
values have alzeady become istertwined. He who wants 
sernetiing, waste [t becasse he beleves the object of hie 
want will be of value (o tum. At this point, no coo 
fiteratioa needa to be dicted toward intrinais valuae; 
itis important to note merely thet valuing of some aort 
‘han alveady taken place, (Considerable dliicalty in 
reasoning about values might be everted if the verb 
fom“ to wala" wee uted instead of the noua " wubo.”) 

Since meeds, wants, desren, and purposes os repre- 
sentative goule of uman comuct are conditioned by 
physical, socal, and peychologkcal environment, as well 
an by the bloga Individual, # bappens that antral 
ropings tend to are. Using descriptive terms for the 
varieties of human experience, we may then formplate, 
for porpooes of convenience, categories of value. Thus, 
{or committes consisting of employees and employers 
4 given indastry, we may my that the values to be 
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Gacovered sxe thote exsanating foc the various interests 
involved. The employer, let us ay, han un interest in 
‘aking his business show profits, Employese have an 
fnterest in securing the highest posible wage. 1 there 
to be fund & way fn whlch « jomt comuities ix which 
‘oti interest are epresentad, may deal with valocs which 
sre, fn this cage, eoonamic? Tf, for example, joint com 
rittees become #0 expensive in terms of time lost froma 
employment, and do mot compeosete for thie apparent 
lows by some other econamsc contribution, ia it not fair 
to slate that the net test, from the poist of view of 
conomls value, is egative ? Merely to raise this quarton 
gaits the complenity of the problem of valnes, nine it 
‘Becomes patent at once that aacae forhustrles might be 
‘prepared to absorb the ecoccmic les irvolved in joint 
‘committees, providing otber values art conserved. Fer 
example, the management might recognize joint com 
‘itieen an costly, end sil continue thei ws on the grad 
‘that the committees prevented fsitions latent with far 
(reater, athough potential, economic ls. Ta situation 
soch us this, however, the time might come when the 
economic cont of eammittess wavki endanger net profits, 
and at this points choice would need to be mede betweea 
fmomedinte profit and probable instahiity of the working 
force. 

For any given situation there i, then, cluster of 
‘valoes the various items of which mutt somebow represent 
consistency, if not unity. Before proceeding with our 
argument, it tay, therfore, be advieble to propase an 
sobitrary set of valaes approptinte for joint comuittess 
in indy, 
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Bronoric oaks afsig from the interest of the ecaployer 
‘to maintain a profitable basiness, and fram the 
camployee'’s interest in secuing the highest poxsbie 
mage 

‘Tachaicadsalues aising from the interest of the employer 
‘to make the most eficieat ote of materials, ont 
from the exsplayee’s interest ‘a wocimnanship. 

Soctab valuet arising fron the exploger’s interest in 
‘sustaining a stuble, co-operative working fore, and 
from the employee's intereat io status, pretige, 
and setfreapec through grosp represention. 

Contd values aching from the employer's interest io 
regulating work with a minimum of fifetion, and 
trom the employee's Interest in self-directio, tll: 
falflment, antonomy. 

Responsibility pales acitiog rom the employer's interest 
fm Glpersing a sense of accountableness for quality 
of work, quastty of ostput, and from employee» 
Interest ia prometioa, 

Réwoxtoe values (this term is added bectsse of the fact 
that committee procedure may, in itself, be co 
sidered a5 a foo of learning), arising from the 
exmpbyer’s isterest in knowledge an an asset to 
the worker and the company, and fram the 
employee's latest ix ae developtient, 

Some soch uray of valves, then, is inherent in the 
‘ndastrial relations us existing, and to which the rescarch 
agent mokes his approach. The vahes are there to be 
discovered and tn be benaght to the foreground, aul this 
4s accomplished by means of techaigues interfused with 
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the Pemonal, Social, and Scientiic values of the research 
agent. An abstract, categorical statemect of values it of 
litle importance. “These mast be stetad in terms of 
‘method; Chat in, wherever there is remarch, values come 
to the fore. A Ghcumion of valses in this particular 
rewarch wil therefore be dlatributed thrnghout the 
ection on Techique. ‘What is important, what we wa 
‘0 emphasie, is that no atalement of eplatemalogy and 
rothod in social science can be complete, or even valid, 
withoat (reating of purpose and value. 

Following vpon self-awareness comes the necety for 
the ecentide obeerver 10 live into his situation, From 
‘the moment he begins observing « social situation, be 
exerts an Influence upon the participants, and io tur 
‘upon the situation itself. Disevowal of soch infiuence 
Jeads merely to misiterpretatious und false constructlons, 
1, x8 Dewey appears to insist, troth sbout phenomens 
consists of what intelligence does to the phenomena, then 
the clover the observer can come to bis situations, the 
‘more truth wil be revealed. This assumption, almple 
a0 it may sound, Feeds to important methodclogical 
Considerations. If the observer comes candidly £0 near 
bis situation as to exert an induence upon it, he can 00 
longer premmse to De stadying a stat situation: be is 
then driven to the utitstion of instruments which are 
capable of percaiving an azole siimation ; his method 
‘becomes, not photagrephic, but cinematographic. To 
perceive ooe's self as moving along with a situstian, and 
At the same time as observer of rs signifcant events, is 


2 Tae Que for Creamy, canter he“ Raters of Tee 
pee 
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not a simple task; it craton x sound demand for new 
sensibiitic, ax well as new techmigues, At thin poiat, 
‘the “detective * method reveals its dizstiity ; to “live 
into” (Gpengler’s term, “ erfaen,” * or the alternate 
German werd," cinfahien,” are more expressive}, a socal 
situation contradicts the asrumpticn that an observer may 
iscover the important facts concerning ancl proces 
Dy remaining detached, extersalized. 
* anv 86 Wap 03 





Im the foregeing chapter we Rave been particularly 
‘concerned with the epistemological problem of social 
research, Social reality, we have mid, condits of en 
admixture of both objective and mubjective elements. 
Our chief aim bas been to point out how the mbjective 
leraenta Istrade themaciven into the research sltuatian. 
Te was our contention that value, which are aubyectiva 
Interpeetatlona of events snd qualities, cannot be eli- 
inated from the social remarch equation and that 
‘therefore it becomes necesmary, oot meraly to take theee 
‘into account, bat in some manner te inchade them candidly 
ts significant aspects of social eality. We miggeeted that 
‘thia might be done by certain intentional conditionings 
com the part of the research agest, expecislly la the 
cultivation of certain varieties of welf-awarencas, and In 
sccquiciag the capacity to “ live into” social situations. 
Tt mow becornes our task to explain how the research 
purpose, thet Is the couplex of motivations and incentives 
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which activate the remarch agent, affects the reoeerch 
stuatln, 

‘Perhape a summary statement of comparison between 
‘the older conception of socal research and the exe which 
‘we are here sting forth may be useful xe an introductory 
‘explanation of oor angupect : 


(noes Concarmia ere concen 





of investigation. Certainly, there ane varieties of physical 
‘and biological research in which the qualitles of dix 
interesteinas and extenafiztion are euentially moro 
‘ealiabla But cur reiterated contention in that thee 
various ways of remaining “ ottaide” the ctustion are 
not in any sense possible te eocial research. Before 
‘proceeding in cor analgsis of the réle of purpose in soeal 
research we shall, thereloce, and perhaps at the expeowe 
‘of repetition, emmarise our chjections to the alder, palve 
‘postivinm in the gocil acienows + 
{) The presumed dlinterestodness which Is ciaimed for 
‘the poyucal and Bilogical sciences i utterly 


x09 
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‘npoasible when one haman being siodise other 


‘nucman beings and their interreatioashns, 
() The varieties of sociel facts which can be observed 
‘and correlated by mathats adapted from the 


physical and iological sieaces are relatively 
contributions to the undewtanding of human 


‘crude and for the most part unimportant. 
(@ Thus far, socal sclantists have made more walaable 
Interreationships by means of deductive and 
intuitive insights than through quantitative 
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a th quakatve diirence which erates the 
‘necessity for a methodology which is more than 
‘naively “ natural.” 

(@) One of the significant Gifferences in man's relation 
Yo nate emanate from Bin pyche a0 wal 
Aspartic thi, the take espect of man's coat, 
proses om sebjective wren; inivieal 
Tetaviour und collctive rect ae bath 
emit by whe, wales, driven, eae, 22 
npous say sdnoibe metbod, thereto, whic 
imu (0 rev signifcan fla concerning roi 
plenamenn unt be one which it inchaive of 
thee wbjetve eta? 

‘The retearch experinent upon wich {his volun ie 
tase wat an atte (9 cay the powtive aspect of the 
Above swamptions into practca, We maamed, for 
teumpla that two penons wo tad Doth teen reload 0 
tememic and iadkaval edie, aod who baa bom 
involved in prolouged dicamions of their implications, 
could not sedealy dest themselves of tes ioteret, 
‘values, and parposes Consequently, we began by viewing, 
‘he total reerehituation in tls mane: 
moot 0 RET a 


‘Rewearch perpore ia the agent furcishm the setting 
within whled the total rewarch stuaton evolves For 
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cach type of rowarch situation there aries a qualitative 
‘alateineas betwoen the research agent snd cach of the 
laments in the total situation. It is thin qualitative 
reatadnem, dominated by purpose, which makes of the 
reearch situation an afair of such delicain and swhtle 
‘proportous. The above diegrem, caxseqmeuty, becomes 
‘an oversimplifoation of the total eaearch situation ; it 
appears as Hf porpcee were rectncted ta an attribute of 
‘the reseurch agent, wheress it is our contention that 
Purpose madifea the reveuch method, the quality of 
rolutedoest between the ugent and his fact-tources, and 
1 Indeed the controling factor in the total situation. 
Ontinaily,reesarch method ia regarded a8 an indepeodent 
constant within the reach station; ost theorists 
contend that the aubject fo rwearch aay vary and that 
‘the object of research is abo varieble, bt they maintain 
‘that method remaint constant mo tmtter who wien it or 
‘upon whatever objects itis focused. But it is precy 
this dogma of ratearch which we aim to criticize by 
pointing ost that purpose ie an ell-pervading influence fa 
every ongoing reotarch station considered as a whole, 
1 terms ofthe above modifications i ts, perhaps, most 
Jogical from ox polat of view to depict the total rescarch 
situation as follow: 

Ramah Aget: Usng ehgem He alin o Pactwrree 
‘Wi Reger Pore oa of Vey ng 
‘This equation, allowing for the element of parpose, and 
consequent variability throughout the research station, 
may appear to cake of research method nothing more 
than the by-product of am individeal research agaat’s 
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permmaalty. If research method doo aot constitute & 
‘eanstast, where 1s ene fo look for meiaility of fects? 
‘The appropriate reply fo this query ia: How does oe at 
prremat dincininate between degrees of seliblity of 
facts? Uf, for example, as it sometimes bappens, two 
esearch agents, each presuming to have eliminated his 
porporet, end each using sixadard methods of mscarch, 
suc at cacao which aze alametscally oppomd, Ix 
ft not tro that chserverizopats the differece to purpose 
tr hina? Our comtention i that relabilty of fart will 
‘increase in proportion to the inclusion of paxpome, not ita 
Setltious exten. 

‘With the above moridcations of our equatios in mund, 
18 may now forward car dixcuica It we propose that all 
social research situations conpally fall inta aoe of the 
‘rw following major patterns, samaly = 

(4) Situations in which the eet quality of riatedoens 
in that which axiets between a research agent and 
another persaa, oc other persca ; soch situations 
sy be called fersoe orton reationsipa, 

(2) Stations tn which the chlet quality of related 
4s that which exits betwoen a revearch agent and 
cogcing events; auch siteations mey be called 
persento-oentrationshipa 

(6) Situations in which the chief quality f relatedness 

at which eles between a teeearch agent and 
recorded data; mock situations may be called 
porum-tormcord rUatioashiot. 

‘Revearch perpose ent ints all of these situational 
patterns but becomes pocullarly important with reepect 
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to Number 3, namely, in pesortopemam equations, 
‘The person whois being ased asa fact-source, unfortunately 
{or so-called pure researc, also brings his purpotes into the 
situation. In the case of managemrat representatives in 
fndontry, for example, it war soon found that theos 
persoos were iavasable as fact-sources, bat it wos abo 
lacovered that they were, for the mort pst, devoid of 
research purpose. Indeed, whatever purposes they brought 
{ato the aitvation were of the operativeeticiency type 
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Tt willbe see: at oust that the above purposes ate 
not merly diferent bet are actully divergent; the 
two main concerns of the research agents, samely, con- 
erence method sa an educational prooedsre, seed reearch 
technology, were not thared by management repre 
sentativen; on the other hand, some of the porpoves 
found is management representatives were, in reality, 
bheaded in x direction opposite to the purposes of the 
research agente. This a sot ao ursual situation fo woial 
riiearch; wherever the facts are less thas obvious it 
often occur that unreweale and divergent parpent are 
the factors which Und to conceal reality. 

‘What (8 to be dane in view of divergent porpotes? 
Denial and escape isan eury way of damming « problem 
af this nature, but it la alo w way @bich falls facta, 
Our procedure led ix the opposite direction: 'we frankly 
advaitied the axiatence of divergent purposes and then 
proceeded toward corrective formate. The clue to these 
formale i this: Any peooeduze which wil tend to render 
‘Parpoocs Jem static, more flexible, will alo tend to lesen 
Alivergeace. With tha cla in mind, we approsched the 
‘problem of divergent porposes by ioatipsting exchanges 
‘which would : 

{e) Clarity the porpows of management and of tho 

research gents, 

» cnansady one bat of ex mc arg te Soyo 
pe, epmtine, msanroen eelrerspied ec nrane 
‘trond soem tat eee pspem fr botnet tree ant 
Salnreeerdourabero seeeaee ‘Dot amines thea 
euch" Teen” dus de te ooses at ves weet 
{tee crores dest rem ie ee 
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(@) Indicate ways in which even preliminary nepearch 
results might impinge upon and reinforce manage- 
‘ments operative ficiency purposes. 

(@ Challenge management porposes by critic exminn- 
‘Hons of their precanceived values. 


Each of these proceduces, when spproptiately wtfized, 
sczomplihed two reauts, namely : (ai esc purposes 
to more flexible terms, and (9) it revesled convergent 
lemmnts m purpocen which were initially conceived at 
divergent. Wherever convergence of paxpote took place 
‘the rewarch weot Beyond superficial levels, and oa- 
versely, where purposes remained divergent and ileaihle 
‘the facta discovered were relatively of Lith portance, 


The Quay of Rattancss infos the Quay of Ret, 
Relatedaens, being the quabtaive poston of the 
resoarch agent in « total research situation, vanes with 
cach pattenstype of situation, In tho above thts typ0- 
ptteras of situation it wil be cbserved thatthe research 
fagent seach case comes into contact with «research 
source; hia motive in eatabliahing contact Ss to et 
Information. But 2 diferent ind or mode of contact 
appears for each type The manner ia which thew 
Alierences oocsr may be ilutrated by indicating what 
actully Rapp in eck instace, for emmple: 
(0) When the resarch agent contents asother person 

flactaoures) the mode of contact in that of 

ccmmanicetion ot interaction ; the media of 

communication are words, sentence, grires, 

rimaces, moods of ettentivenes o inattentive 
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ess, et cetera in short, communication is 
‘conditioned by otk persans an physiological 
organisns who se, bear, sunell, tooch, bold 
opinions, are motivated by attitudes, ase language 
symbols for expressing ideas, et cetera. 

Thus, in porson-io-person situations tha guality of 
‘elasdness depends frimariy wpon progressive iain 
actions betoeen reacarch agent and another fervon 
(Yaceaourch nsnepotet by blochings, misconceptions, 
sepreions, and ther forms of jrasivation, 


(2) When the reaearch agent controats aa event the 

mode of contact is that of observation. The 
reomsch agent's observations are then conditioned 
by the acuteseas of his xe perceptions, his ideal 
conceptions, his past experiance, and whatever 
recorting devices he may utilize. 
Thus, in fersontovent sitwations the quality of 
raalatnese depends frimeriy wpon ihe observer's 
Perens capacities, pus usability to rman apart 
from covsmanicaion 6s a infuencs isthe sont, 

(3) When the research agent ooufrouts « record of past 
events the mode af coatact is that of inference ; 
‘whatever the observer infers from the record ia 
anditioned by his frxt-hand acquaintance with 
‘Sandor events gxined through situations x and 3, 
hin reading abies, Bis ability to make dis. 
<rimizations his Insight with respect to moaninge, 
and the adequacy cf the record. 

Thus, in percontorecond situations the guality of 
‘raltndnaat appends primarily wom the rmenrch 
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gents capacity to reconstruct fast enon rough 
" ay Apdemeastk pei 

‘The research agent end the resaasch sonroe are not 

erparete and independent variahles; on the contrary, 
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‘they are interdependent varlables, interacting -units 
scoustituting, together with method, the fot) research 
sibution, When sosearch tecladquae are still forther 
‘fined it wil become pousle to view these mits as 
‘consating of wid amaler parta; it will then be sean that 
{interaction between a reseasch agent and each ofthe thes 
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‘types of research source proceeds according to certain 
gradients; In the penoa-to-person relxtinship, for 
aample, each individual's physical tmuits and capactice 
‘wll condition the laterncting prooms, whereas in person 
o-eound situations conceptual procedares will become 
‘more important. Research bas not, obviously, reached 
this degree of refinement, but It may be appropeiate to 
point out how these gradicats appear to operate, The 
diagram below may serve this ed. 

‘The quality of the resarch ageat's cognition will vary 
with respect to the dominant gradient in each seoearch 
situation. Likewise, the subjective probabiiths ln each 
‘etuation wil vary with cegpect tm the quality of coguition 
a conditloned by ove or nother gradient in the interacting 
roceat, stations of such subjective probabilities, 
‘hex from experlence tn the present study, will serve to 
Beata how subjective elements enter each of the three 
pen of repearch statin : 
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‘Our maia thesis in Chapters VII and VILE camists of 
vvarions ways of stating the problem of social relativity. 


‘Thx facts which social acientists premme to discover and 
degree and in mach mmerable ways a2 to cake the 


A Covrsctio Formule for Esvor, 
sannegace are, fram one 
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sppleation of caiveseatie method unable. In the 
combination of techniquss of ramarch which we Save 
‘tine and which am dred fs th conloingseton 
of thin volume willbe Soend ont formula for earecting 
frre, We do not amcrme tat shanties of fact i 
pomible but rather that relative knowledge may be made 
Inowe rete certain frementncf research methodcogy 
‘ase utilised. Rebsbility, however, does aut reside in any 
cont technigee; oa the contrary, tacts docoveres by 


‘The techniqaes which we ave exployed ix the prevent 
study, together with our iaet-expectations for each, are: 
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‘eaabiity of hin data wil incense in proportion to bis 
admladon and ctlintion of the subjective nents ia 
‘ach cmourch situation. Ea can ofsminate the mibjective 
‘only by denials of popou, arbitrary oslectons of facts 
aud the enployment of techniques to nalve in eooceptin 
4 to make fal rests both untrustworthy and numb, 
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CHAPTER 1X 


erunyWING As A THomiigex Pox Psvemn socal. 


(Base Form : The Person-to-Persom Retationehip) 


‘Tus first of the following secins of techniques aims to 
how how ths discoore oa method in the preceding, 
chapters may be applied {a that most pertinent form of 
Penen-to-persen relationship, namely, the latervew. 
Comvetattis, as a person-to-person relation, also has Stn 
‘phuce in research, Dut the chlet dictinctioa Ietween on 
{ntarvicw and comvetaation les in this: the purpose, even 
if mexprmaed and unfelt, in convermtion ie primarily 
Detter arquaintance or mere exchange of experience, while 
ly the Interview, a more specsSc chjective ty emuntial, 
sand fn order to maintain « valid elation between Inter: 
‘ewer and interviewee, thia chyective must be Srown, ex- 
reseed. Bat these two forms of peman-to-person respons 
tare both used im the sort of eallaborative research which, 
‘thin report decodes. Fo example, in the iltial or 
profiminary interview it often becomes neceteury in view 
tf certain resistances, to keep the speciic objective in 
‘the background unbl conversation cam pave tha way for 
Detter aequaintanee. 

Fast fading, Fact-ticitng, and Fact incovering. 

‘The process of “nding ” facta Invaives « nave pre- 
‘repporition, namely, that the facts are there, that they 
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‘exist In objective form, or within a set of relations, and 
‘that what ia needed isan observer uSciently dniterestd 
fo allow bis perceptual capacities fo function without 
cxetional interference. Howover true this conception of 
sclentite mathod may be for the physical sciences, it 
certainly does not epply to social phenamena. Of coune, 
onrtain facta are there to be observed, and a degree of 
isinterestedness wil! sid in ecing those facts more 
dearly, Bat, the facts which may be thus observed aze, 
‘m most caves, inignicont, or vo clesly obvious us to 
‘thcow no ght upon fandacsental prooewses. For expe, 
4 in clear, af ove is studying » comxnitise as vocal 
‘henomenan, that an outade observer could, with only 
the use of the senses of hazing and sight, find o number 
tof facts; he wouKt lenow that thene were a certain umber 
of ‘ndividual human beings participating, that ane of 
‘thse wis acting a8 leader or chairman ; that some take 
‘great deal while others remained silent; that the kind 
rod quality of the talking varied with mubjecta, et cetera, 
et cetera. But bow signifcant are such facts for an 
ondestandiog of the el procem going on within the 
comantize ? 

Fact citing impli that the pertvent tacts are not 
Jing about ready for the observer to record, but, on the 
ccantrary, that the most important facts ace buriad within 
a social complex ; farther, that sich facts can only be 
revealed by « method which iain itself thoroughly social 
Only when the interviewer and the interviewoe are 
sempandng in the laterett of m smart not un Mental, 
weal cam there be an cliiting of facts which is mil 
validiying, Indeed, it may be ssid that when those 
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snguged Jo the socal process and theve engaged in social 
luvestigation have purposes which are confluent, the 
rwcult of stndy is not fact fading, nor alone fact-lcting, 
bot ruthur factscovery. The detective Gada facts by 
methods af external observation, the news reporter elicits 
facts, Ube social sleotit may Hod and ett facts, but It 
‘to Isto push his Ingavies beneath the top layer of soci 
Plenomens, he will need to be « fact-dlacoveset. Pat: 
‘ining isin itm w nave procending and menaly al aoc 
stolen, which are not merely vatintical enumerntions of 
acta preramed by others, oc of rations between facts 
wubawaed by the laventgater, atdire seme method of 
ucteliiting. The two moat generally employed methods 
ae the qoettiomare and the interview. The former was 
‘ot mae fn thin stsy bt the latter was given coaidernbl 
‘empha 

Interviewiog condats of dialogue, verbal responses 
atwaen two pono or between weversl penons. The 
‘exporms, while verbal in an objective sama, uw oom 
Aitlaned by © nomber of other factor, vome of whlch 
‘are wubjective and some adjective. For empl, the 
pPhyseal wronsdiags In wAlch ex interview takes place 
Iiniuence the proceduse signdicantly. In some of the 
older texts oa applied paycbolagy ene zoky find references 
Indicating methods for controling thaie cxviromental 
factors; tome of thee writers gave dimctions for mating, 
flow of light, et celers, with a view of placing ooe party. 
to an Interview at n dadvaatage. Such procedures aro, 
obviovkly, unjattifed. But I the iterview is to be wed 
‘8 8 speclalned tool oo paycho-socal esearch, attention 
‘ust be directed toward even sock mexingly important 
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‘tements as ase involved In vesting arrangernents, comfort, 
light, at oxtera, 

‘The initial jective of the Lnveatigatory, in thls case, 
‘was to secure permimion trom oSlals cf varioet indantrial 
‘enterpeines to wy the processes of their joint eamployee- 
‘management committees, Bat this objective incloded two 
sukitloual goals; 1 was deere to secure this peraleion 
(o) in wach manner ao to Inclade the offciels as tnterested 
obwecvars of the investigation, if not as collaborators, und 
(is sock manner at to make & ecutinsation of the stody 
‘Porible for thove within the oqyunication. The major 
‘objective fe not mnllke that of most interviews in whdeh 
‘the Laterviewer une (he cterview as a method for securing 
omething, either as © privilege, ar concestion trom 
wemeone ele. The asvociated objectives, however, con- 
‘itnte a new hypothesis for ioterviewmg, aod it oom 
serge become more important than the major objective, 
Tt tor exaruple, the interview te 20 conducted ae to Rn 
permistlon for study but at the sume tine wolntes those 
‘concerned with the industry tron those conducting the 
‘investigation, research at once dlipe buck mto itt off 
roave; it becomes « method of external abstraction. 
‘The triple arpect of the iutil interview's objective may 
‘be portrayert as tellows~ 

Maye tee Atte Stone 
! (eit eben 


wena 
Paro pt oe 
eed 


[Belore proceeding to devise an interview technique 
sing thes cbjettves the prompertie ioteriener will 
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Ye obliged fo anticipate, insofar as powbl, the general 
smind-et of managenent ofidals when contented with 
2 roquest ofthis sort The mepoestbie oficial wil, i a 
Raslibood, eater the situation with both podtive and 
negative stituim and opinions, and the interviewer, if 
Ie it commlted tow co-operative pricile, wil eke bot 
‘what favourable sad what 8 unfaroortle to worst. 
In the present study 8 was found tat the negative 22d 
positive attitudes encoustered were approximately the 
following 


Peeve Armenas anus Areas 
af} Come x etn mer Grea sarcoma 
fecant mtn mean cet 


mene Ra wt aed een a 
aie 
asagmnty dae te tema 4) Bahar upon 
ee siete Soe SS 


Comme wnt sad aden to cage 
okey yeni apt aa praege pina 


Obvionaly, suocess in the investigation varied with respect 
to the farce of the negative attitudes, and with reapect 
tothe ability of the investigator to overcome negatiy 
cr to tranmute negativiam into poutivien. The degree 
of suncem cored « apa beginning wlth complate and 
thorough gong mtualty to complete and ultlmate lure. 
tts ale to vay tat some of the negative attitudes in 
even the two moet favourable companies were aot entirely 
Gunpelled wnt the study was far advanced, and oly 12 
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coe company was there nal asrrance that all pegativism 
had dinsppeared. This fact eovates interviewing to the 
pleoe of primary importance, since every step in the 
‘Progreas ofthe atudy wes interpreted to company ofcals 
‘by menus of interviews. “Even sthen the investigators 
‘were displaying practical esuts, rests which obviously 
aided in weakening reaistnce, the method of presentation 
‘fii waa the interview. 

‘Typen of Interviews. 

Since eich interview ia preconceived in tems of a 
speciic objective, it follows thet interviews tend. to fall 
into clans, with purpose as the chief factor of definition, 
Analysis of the interview records reenlting from the 
present atndy reveals at lest four types: 


(2) The inital, praliminery, or approach intervie, 
‘As stated above, this initial interview, while conceived 
‘in simple terms a8 an attempt to secure permiadon to 
conduct a study, inclodes alao the other two objectives, 
samely, that of continsing collsboration, and pomable 
‘slf-stody lathe fotuee. But stil further removed from 
‘these objectives is the more general one of creating 
favourable attitedes, It i# st this point that the 
interviewer needs to be coostantiy aware of the 
potentially untarourabie attinuées which may motivate 
the interviewee. Three geceral rules may be adduced 
foc this natin etep in interviewing t 
(¢) Only a few relevant facts need to be elicited; too 
‘many would tané to eanfuse both the Interviewer 
‘and the person being interviewed. 
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(@) Main attention should be placed upon understanding, 
‘that ia, upon the fort to make sure that posable 
misconceptions are dliminated. 

(@ Emphasis should be placed upon the request being 
‘made, but io euch manner as to enable the fnter- 
‘Viewse to ste ite significance in x number of 
directions. 


‘The difference between succest and fallure in the 
initial interviow is often determined by previous cou 
tacts, For example, if the interviewer comes with an 
introduction, or with sponsorship, the way is cleared 
{or « quick approsch to the main request; on the other 
Iband, if the interviewer labours under the necessity of 
‘going through the vations stages of acquaintance, touch, 
more time will be coquiced, and the intial interview 
‘magy in fact be stretched out over « lange umber of 
individual semions, This bappened to be the cave in 
‘the present study with all eave one company. And, as 
indicated above, in at last oue company the interviewers 
fnlind to complete even the purpose of the instal 
Interview, although in this case separate sessions were 
bald up to the number of eight. 


(2) The enliating, informing, reciprocating enterview. 
‘Once the initial stage is past and favourable attittes 
exist in muficint degre to warrant atvence, the 
interviewer finds himself under obligations to explain 
his project. Dificulties of many varieties enter st this 
point: the investigator, for example, ia Ukely to 
interpret bis research in technical, academic language ; 
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‘the practical minded exective ia industry in not merdly 
‘unfamiliar with this teminokgy, but he has definite 
ingivings oomcemaing those wha eniploy it, Abstract 
‘concepts are ely to enter these early discussions, or 
‘what is oven more damaging, terme may be uted ia 
(oro or mare different ways. One rule may be accepted, 
namely, that the interviewer is not kely to proooed 
amoch further with the study if he finds that be does 
ot understand the Language of the icvestytors On 
‘the other hand, new concepts need to be introduced, 
and it in the investigator's fonction to allow these to 
enter the discamian without formality; also ft is bis 
function to see that these new terms ae interpreted in 
the light of experiance pattern licsy to be found in 
Jndustnal executives, Io short, enough information 
sancerning the natere of the project ebould be intro: 
ced to enlist Interest and cuncaty, but not enougD 
to induce Jelings of bewilderment or interiotty. 

One general deduction made by the laveatgators as 
4 result of their experience mey be stated as follows: 
To to far as this phase of interviewing is intended to 
cenbst the interviewee's interest and curioety, and at 
‘the sume time lead hin forward in on understasding of 
the project, t must be wo conducted a to allow for 
seciprocal information-giving. Ifthe intecviewer begins 
‘with a igi plan to which be adheres without modifica- 
‘ton, he may secure ament for his project but he will 
sot carry the interviewee sloog in enoceedtng steps, 
Tp short, the interviewer must be prepazed to change 
‘is postolates in forms of the Kinds of facts which the 
interviewer annomnees 254 in whlch be bas faith, In 
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‘the present study, for example, it was soon learned that 
certala indaatrial executives were opposed to direct 
‘obvervations of committees while in session, Their 
reasons for this postion tumed oat to be sound, but 
if insistence at this point had been expressed by the 
investigutors, no further progress could have been 
expected, What actually happened was this: the 
investigators revamped thelr hypotheses and their 
‘sthods to allow for this mservation. 


(4) The checb-ap " or elledoraing interview, 
‘After interview stages x and 2 had bees consummated, 
ts found nacenmry to conduct a continuing series 
of interviews over a long period of time for the express 
putpon of keeping the affcaels of the company isa 
collaborating mood. It in at this point that the 
Iavestigntors bagin to bring back facts which they 
‘relieve to have been discovered. The purpose here 
{eto tnt these facts tospeure carbonation ar correction, 
Tut lwo to give the co-operators an opportanity to 
sure tn tha project. Check-op interviews were some- 
times held with individuals, asd at other times with 
qroups, Whenever feasible, co-opemtors were asked 
to perform some fonction allied with the project as 
fa whole If such function could be related in a 
courtructive sense to the cngaing tanks of the perca, 
‘hla opportunity waa grasped. Ia soveral instances 
ceuployees actually changed their methods of work ia 
‘te Hight of facts revealed by the study. In other wards, 
‘these interviews were conducted is ax atmosphere of 
working together,” ex distinguished fram the more 
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ethodar mathod of reamrch in which the lavestigater’s 
facts wene withbeld mail the tinue of Baal report. 
nterring Rationale, 

{ onder to simplify snd condone our rtiomlistie 
promizes foe the techaique of cooperntive Inierviewtag 
‘we shall present cur arguments In the fora of dizect pro- 
ponitioaa 

(2) The interviewer needs to be aware at all times of 
‘his doal goal, manly, to scare fact, and to beep 
‘the tact ve vitally fterested inthe procedure. 

(21 Co-operative interviewiog represents a2 equation in 
‘which a perwooalced relationship exists between 
the meas agent xed the pera sllabornting 
in the discovery of facta, (The usual equation— 
Insperond factider intecroguting an topertond) 
{fact soezc is frank discarded) 

6) Cooperative interviewing requires of the interviewer 
‘8 capacity for sbiting bia tase withoat leng 
sight of his research purpose ; be mutt take the 
fctacurce {person} wherever be finds him, and 
proceed thom this point to fuller elaboration of 
the remarch parpote by means of ecocations! 
proces 

) Cooperative interviewing is based upoe the asrump- 
‘tm that the reais re cuebinaticns of objective. 
subjective tacta* 
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(6) The co-operative Interview allows for « tofnl view 
tlnce it icchden oes farminhed by those who 
etualy “ live a the sfuatlon endecobearvation, 
‘dloes which the cutie cheerver might maa 

(6) Cooperative interviewing. goes Qeeper at wall as 
further because it reveals odedyng condoning 
factors ip metal stations, ech uf feating, 
tcendes, opinions, et cater. 

() Toe reaalts of coopertive intervicwing present 
themselves a8 valls, not merely to the research 
‘agent, bat alo to the research souroe when the 
interviewee Ib acbjected to a ono-may type of 
intarvaw be in atv. left free to challenge the 
research agent's interpretation 

From the polnt of view of the Interviews, whatever 

techniqean and skis acw etl, their primary anit to 
raleam the intermewee, to create for im ax atmoyphern 
in which he may talk feely and without constmiat. In 
‘onder to achleve this, the interviewer mast tthe notion 
cof automatic rmpoase ost of mind, Ths inteviewer in 
‘ot merely «recorder of responses: he a the guvde for 
process; his tas, once meimar as been accomplished, 
In fo gulde the scqonnee of respon, to hold Ht Ia the 
dinetion of Ghe project's main objective, The more 
formal, technical, and scleatise the interview appears on. 
‘th surface, the last mlease wil be secured. Thr chief 
art of the interview isto stot a coarte without somreness 
form,_Wont be ovo, ot ver. hat aber, Joga 
‘oe ene thee cas Ane eee meet 


(Steen. Be sews cerey set me bck Cor ere 
(Soper marareng nur iacore Gemetby Ot Got 


of maps, compasien and eatents. The methodol 
‘framework mr be thre, nd mens fctin, bt I boc 
Intervirng which highly seaseadal hus seedy pamad 

‘Aa inital interview wi tow be tered according to al 
‘three of the objective mentioned carb in the chapter. 
‘By cantansing the material of an actual eterview of tbl 
(ype we may now prom to codact sich test 


‘ts technical phase and bas become art 


‘or De seen. Hence, it may be coneet to open of the 
“techn” of Interviewing, but fn very real sete 
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so EXPERIMENTING WITH TECRNIQUES 
Componis Inirpretaion: Azalyis of the interviewer's 
fnterpeetations {a the rightchasd calamn in terms af the 
Aree objectives of the initia interview reveals: that 
‘the major objective (12 secure informatie to exmdact 
stody} was only partially reid ; (9) that considerable 
resistance toward ealabaration existed ; (6) that the 
interviewees were not suficieatly motivated to respond 
‘with camplate favour to the notion of eoetining elady 
within the isduatry: (@) that fe interviewees were 
Prepare to furnish unrefined information concerning jnt 
comanltoes in thelr istry. 


Intevoinving and the Catagories of Peychorociat Research, 
Interviewing is the primary technique for revealing 
attitudes, opinions, precnnceptions, and valies, These, 08 
‘as already been indicated, play an important réle in the 
intwomixture of al! vocal facts and social situations ; if 
Jeft entirely io thelr subjective setting, thee poychic 
attributes will infvence Gal results in « rmost invidious 
‘manner. And it is these very peyehéc determinants of 
social etontions which are never revealed in records o 
fn the “ outrder’s™ survey of events One meoguizen 
‘hese more enbte factors i interviewing, and inthe give 
tnd take of responses one is sble to test and recheck at 
once ; a request for restatements, repetitions, ar re 
phnasings often furnishes the cated messing. Thus, 
‘one executive in an early interview dropped = casual 
vernark concerning the fatihty of democracy; be was 
obviously reveabing his sense of valaes, and although the 
emark was not wholly rlevast at the moment, #t served 
to relashion suocceding interviews until his meaning, 
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in oo far as related to joint comnitions, was entinly 
ear. 

‘The ft of our four categories of research, marely, 
Impalsion (Chaptes TT) iociodes the notion of purpose. 
(Our desi was to lear ax much as possible conceraing the 
‘purposes which exmployers had in mind when intstlog 
their employee representation plans, together with thelr 
‘Purposes as evolved daring experiance. At this point the 
fntervewer was obliged to mustain 2 sesitive mood with 
respect to sock fers a8 (a) the quality of eathusing>, or 
Jack of enthnalasm, at expressed by the interviewee; 
(0) the amount of time, and degree of peticace, the 
interviewee was willing to devote to a diffinlt quetioa 
related to purpomes; (6) the kind of initiative, o lack of 
initiative, which thls company has exerlaed in refining 
‘ts plan (an distinguished froc: mere iitativenes) 
‘Purpate, in employee representation, lahowever, twofold, 
of the employer and the exployee. Tnterviewang was alto 
utilized ab the anns af Sscoveing how far the employers 
were including employee purpose in ther refections about 
joint committees. How, in fact, does cianagement 
camerive of the worker's purpose? Do they actually 
desire to know what lies at the bottom of the exiployee’s 
‘wishes and want, or ere they primacy interested in 
cultivating bis loysity to the company? Does manege- 
‘ment aim at continuance of the dmaity between employers 
‘nd exployem, or do they conceive of the joist committee 
‘a a means for promoting a unifying parpose ? 
Cicwesjaconcs, a3 defined in Chapter IV, inctodes thove 
conditioning factors wbich to 4 greater or lesser degree 
anftornce the quality of work which joint commnittess are 
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capeble of performing. Ciel amang these factor is, of 
course, employer paychology. What dose management 
‘want these committees to do? How far docs management 
comceive of the joist committee as structurally fexibla 
or fixed? Does management view much factors a2 com- 
zitten methods, voting procedures, caucuses, niles of 
order, et cetera, aa guides to a dynamic process of 
Thuman relatoos, or at static controls? These are, 
obviously, mubtle elements in the tolal outlook of 
‘management repeetentatrres and cannot be revealed by 
mere guemmng. Interviewing was at this point cur main 
resouree. 

‘From the beginning to the end of ths stody our main 
objective may be mid to have bees to discover the natnre 
of the actual process or Inierachon (Chaptes V) whieh 
woes on in the meetings of joint camuittees, At this point 
‘ur main tasracoe for rear purpotes was the study of 
ecards and the observation of coumnittes sesioas We 
id, however, mdinctly, discover other vers related to 
interaction by means of interviewing For example, we 
Jeorned intrectly that certam management rpreentatives 
maintained an attitode toward the socalled “ lond- 
pester," the employee who talked easily and loudly in 
fcommutice mentnga, and Idkewsse toward the grievance: 
Dearng ” crank,” and toward other types of employee 
representatives. These attstudes infuenced interaction 
becauge they teaded to place soch type persot into fixed 
categories; he "lond<peaker” and the “ crask” were 
often considered to be nuisances and their contributions 
‘might therefore be dureganded ty management. 

Jn our attempt fo discover the nature ofthe end-remuits 
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of Joint committee proceses we relied mainly upon records 
and observations, but we alto dlacovered through ‘nter- 
‘viewing what the principal mazagement attitudes were 
‘and how far these condivicned emergence (soe Chapter V1). 
Some management representatives, for example, a 
‘atisied if the joint committee deals with axpesioy, 
‘formative ites is: which ecaployers have arzived at 
‘cision which is ln tana conveyed to employees through 
he Inatrumentality of the joint committee, Others 
seemed to be eager for commttee business which would 
involve real differences, and which woold consequently 
lead to lively interaction and important decisions. Both 
attitudes, apparently, tend to inflaence the quality of ead- 
reqalts posuble for jomt comeittom 

‘From the above it willbe seen that interviewing repre- 
sented as important technique for this study inawmueh ef 
4K was wtined in relabon to al categories of research, 
Many of the pertioent facts concersing smpultiom, eee 
Jacenca, ilerachon act emergence were revealed through 
‘direct pervon-toerson interviews. But interviewing i» 
ot wholly adequate for social research ; otber supple- 
mentary techniques are veeded, frat to act as checks upon 
‘cts secured through interviewing, and second, in order 
to reveal other facts which are of the socal process itself, 
fd for which interviewing serves as a secondary fact- 
source. Before proceeding to the description of there 
-emaming techniques it should be added that mlerviewing 
15 a tool for social research may be made more rebable 
it certain procedarts am exployed. Below willbe found 
un outhne depicting a procedure for interview reporting 
and recordioe. 
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‘Tho Interview Report. 
1s order to maintain onder within a technique which 
isso Senile as interviewing, we have prepared a chart 
to-be ud by the interviower, tis tae file a as quekly 
‘a pontible following the actual interview, This chart 
consists of five eain categorie wad eppeazs as tele: 


A. Sang. 
Names of Puticipanty, te, 
Fhysoal conditions, 
Weather. Place, 
Lighting. 
Heating. ‘Time of day, 
Ventilation, 
‘What evidence of special planning for the occasion 7 
B. Praiminarie, 
Social atmosphere ut beginning. 


Kind of greeting. Any formabty ? 

Did inteviewer appear welcome ? 

‘Time Tizit—eas it axpoaccad at bogining ? 

‘Was it adhered to? 

‘What preliminary coaresations took place? 

‘Was the purpose seven or obacared—peelininary 
convermtions ? 

‘Was there any apparent evasion 7 

Action—Interctizn in the beginning of the inter. 
‘em. 

Initiative by whom? Response. 





























D. Condon, 

Soca! tmoephere at omctaan, 
‘Kind of departore. 

Factory infumcing the ectoal conclusion of the 
‘terre 

‘Relations between crgina) parpos of interviewer 
fund actual development and coocimian of the 


Interview. 
At what paint oman oxiginl purpose vide 
‘uaeked ? 
2, Did interviewen perceive purpose of inter 
‘teres? 
(2) Informed by etter. 
(9) Direct statement at beginning. 
E Commas. 
(Did the interviewee talk freely? (Tempo of the 
‘procese} 


Other comments. 
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Rewerch students appear to be untsimous in the 
pinion that the procedare of taking direct notes dasing 
‘the interview a a queatnable practice. a a preliminary 
{interview and where both parties ete Inow: to each other 
4t is probably advisable to take no notes but to rely upon 
‘one's memory forthe notation of facts. If key-word can 
‘oe fixed im nfo at the time, it becomes 8 simple matter 
to recall serles and soquences of mbjecta Inter. Tn the 
preliminary intervinw it becomes excadingly impertant 
‘0 observe the intecviowee's overt behaviour as well us 
‘his verbal responses. His gestures, physcal signs, tone 
of voice, et cetera, furnah a background for the inter: 
‘vinver's questions. Above all it mst be made clear at 
this foucture that the intervinwoe fully understands the 
purpose of the interviow ; his erootionsl and physical 
responses are aa valoable bere a3 his ordl statements, 
‘When research has reached the stage of utltzation of the 
‘third type of intervinw it Decames necemary to record 
direct quotations axe to make immediate notations of 
reopoooes, At this stage, Lowever, it often hxppens that 
formal interviewing technics bave been replaced by mote 
Informal comvenations asd diseusioes. 


CHAPTER X 


PARTICIPANT OBSERVING AS A TECEDUQUE FOR 


((sasie Forme: The Persow-to-Porsom Ketationshyp) 


Ducr obecrvation of a socal event iavolves at laut 
‘tree specific limtations: (e) the extemal observer may 
‘become & tinal to the eveat : @) bia dexcriptions of 
cbjective factors new to be couched ta the rinplat 
of babaviomistic terme (the aebjective elamenin in the 
interaction, which we believe to be highly important, wil 
be Hat to such an observer; Mf be attempts to introduce 
‘these mibjective denecte later, be will be forced to 
llizo a maethod of general abeisation); (0) the 
tamchasions reached by the extersal observer may be 
Chuablenged by dhe paricipants 12 on event, nad ia that 
‘dreumnstance the ebverver bas but one recoure ; Be must 
eat his ease upon his relabUlky aa « perica, of pen 
the rail of his percalving capeciion, He may, of 
une, attempt verdcation by allowing other cbeervers 
te cbserve ainsler events (dace no two events are 
enteaD and then rat Dla came upon the calabortted 
result, 

‘WHO these imitations in mind we have attempted to 
find corectives for divect observation. The principal 
corrective exployed im thin study tw given the mame 
1 ae Saat Day, Op EC Tanta, fr a nea ee 
peee ta noe 

oo 
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Pertcopent Observation, «technique which ray be described 
in the following terms : 

Panicipext Obsenation is based ox the theory that 
an interpretation af as event can only be approxi- 
imately comect when it i a composite of two points of 
vviow, the outside and the inde. Thus the view of 
the person who was a puticipent in the event, whose 
vrishes and interests were {9 seme way involved, and 
the view of the person who was not a participant 
Dut only an observer, ot analyst, coalesce én ane final 
synthesis, 

‘Participant Observation as utilized in this study proceeded 
aa follows 

1. A series of interviews was held to yoquaint the 
Interested partes with the idea; to get tit 
permission acc Gcally to sensitive two particolar 
persons who wore to be the obververs, Thove two 
‘were member of the management group and bad 
‘een attending the meetings in the past as part 
of thei mgolar dutlan, 

2, The committes meting was bed; the participant 
sbservers attended, verbatim minutes were kept 
tnd e copy sont to the research ageats, 

3. The research agents prepared an analysis of the 
meeting with detailed questions to be ask the 
participant observer. 

4. Finally 2 group interview was held at which the 
portant observers, 23 well an severa] other 
participants, were pret. 
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‘The fnal interpretation of the event is then a composite 
emul f (a) eect cbservation by the participant cheerver 
@) interpretations by the research agents; (6) reinter- 
‘relations of the event following spon reference ta the 
participant olnerver and other participants, It will be 
ean that techniqos ef this srt can only be utilized ix 
social sitvations where suspicions as between research 
goats and participants have been dissipated. So Toog. 
ta the gathering and interpretation of socal facts 1» not 
‘viewed with sympathy by the participants, the remarch 
agent, it be is to proceed at all, must pertoree secure 
his information by whatever extemal techniques ere 
fava, 


Particspant Observing Whustrated. 

In the following cases the ptrticipant observer wax 

sukad to give special attention fo two factors tn a caning 

joint committee veaiva, camely: (6) the chairman's 

vomduct, and (2) conference procedures. Inclosica of the 

cxmplete data fo tha case would probably be inadvisable, 

and consequently we furnish the folowing : 

I. Some geueral face concerning. this fortsiar joint 
commit 

— the committee consisted of five representatives of 
Managenest, and sine cepreseatatives ‘of the 
Employees; 

= the meeting was called as a response to 2 request 
‘coming from the exeployees who wished to present. 
1 specific probiens; 
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— the chuinman of the commitice, a Management 
representative, okis = bigh position in the 
cosy; 

= the Employco chaiman beld « clerical pottion, 
Mighty higher in rank than thet of the other 
representatives; 

— the meeting began at 12:06 pra, and adjourned at 
‘soo pm; 

— bo visitors attended this mesting, both belonging 
to the technical oc managerial sin!; they were 
invited because of their mpecial inowledge pat- 
‘taining to one of the problems to be discussed at 
‘hia seanion 


TL, Sequence and Inlerprtation of the commitie macting, 
fina certesn guachons om confermee procedure 
reverted to the farncrpent and Ue farhosped 
observer. 
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‘Tae above istrative esters), i carried oot completely, 
‘would obvinaly be tno bul fo publication and, farther 
‘more, nothing new as Destratin of the techmgoe snder 


Aisasicn would be added. Coomquenty tis temnated 
at hie pint. 
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TIL Corrects fonts of refrence dered from the erixpant 
‘bucroers and ether parbcxpants m fe mating, 
‘With the presentation of the sbove analys and inter- 
‘pretation of tha research agents to the group 2 dhscuamon 
Jollowed based upoa the questions contalned therein. 
‘The chainman was caked if he thought that the ral ise 
was the question of bolideys. He thought that It was, 
‘but added that be expected the case te be reopened a3 « 
‘age faoue some te later, that i, in the forms of a request 
for overtime pay on holidays. Sinoe the employees had 
‘itsented a request om manageent chairman in advance 
of the meeting, be, es teprementative of the management, 
wos peepee with an anewer. Tt appeared then that 
from the standpoint of the rewarch ageat’s andyas of 
‘the mecting. the management chairman was lated ay to 
‘what he coold do ince the management a4 decided not 
to comply with the request for additional holidays, His 
‘tancton then was to defend management, and he therfore 

onl wot allow the fave to be open, 

To explaining his preliminary remarks to the group, 
the management chaurman seid that he considered the 
‘emplayee chairman's statement of the case as « enticsm 
‘of management. policy. Consequently he fet obliged ta 
‘delead and fatity management. 

Ik appeared further that when at point ¥ (in preceding 
analysis) be, a3 chastuam, pot the matter up to the group, 
‘baswas not opening up the question of holidays, but rather 
‘he was asking for 2 conseasus on his statement of manage- 
sents positon, 

Jip this manner the research agents gained an insight 
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into some of the motives undertying the strictly vezbal 
sepoct of the account which they bad reoeived. 
‘According to the participant observer's account of the 
‘seting, ha aid that all the employee representatives 
‘had taken part in the discumioa, but that only the manage- 
‘ment chairman and ene other management reprenentative 
Tad talcen part. The peticipant observer thought thet 
‘the mood and tempo of this discuasion ware even and 
regular throughout. No anger er intense feling bad been 
observable. Apparently the chairman, ia offciating, had 
performed the following functions: 

{e) He supplied fact, 

() He interpreted policies ana peiplen 

(He jnstifed management by meeting criveia, 

(6) He refined, delimited ant looahzed the le. 

@ He made various discriminations, 


Partcypant Observing 6s « Specials Tool. 

‘Analysis of the above record and interpretation of 
‘Participant observation indicates that this technique 
Teveals rummy general facts concerning committees and 
‘hele procean. AS used in tia study, partctpant observing 
‘us diected, bowever, towand two special expects, namely, 
‘the chiicman’s condaet and conference procedure. Tht 
reootd provides a clear picture of the chaimpan’s rile and 
‘the manner in which this nfuenoes the total committee 
process, It will be seu, for example, how the chain's 
carly announcement of his attitude toward the solution 
of the problem set the tase for easing Giscomsion ; once 
‘the portcpants were aware thatthe chairman bed ” mada 
‘up bis mind” they realised that the remainder of the 
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ncussion would be one in which “sidetaking” and 
matching of force would be the prneipal elements. Can- 
sequently, the tane of the conference was one of bloc” 
and" defeat ", with a ranete opportunity fo eampramine, 
With this sort of picture of committee process available, 
‘the roomurch agents, and soaders as well, may construct « 
furly accurate interpretation of thechaizman'apersenalty, 
‘his conception of his rile as chairmen, and the quality of 
conference procedure which these factors would allow. 
‘The theory of participant observing is relatively simple 
amd in norganized form .n in general ie, expecially by 
‘hove who wish to control wis! proceaves. Its epplcation 
in, however, exceedingly dificult and complex. The 
‘above presentation omits more thas ff Includes, and ln 
‘Uae terest of those who may wah to experiment further 
‘with ths technique we miggest 2 tumple list of questions 
ed of a participant ebuerver. 


Types of Questions Asked of the Partcxpent Obrorver ty the 
Rawserch Agente: 
A. The geen ttuation = 
{e) is there anything aignioant sbont this per- 
‘ical conference? 
(8) What has buppeced in previous moetings of 
(his group which may have seme bearing 
pon the preset sesxou ? 
(0 Are there any aew elements present ? 
1B, The ri ofthe charmon > 
(@) Does the chairmen we an agenda ? 
(@) Dom the ogesda appear to pattemim the 
‘004 response? 
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(@ Does the chairman act as though be were 
folly aware of te specialise’ fanctson he 
performs? 

(2) Dows he Keep before the group & total view 
of the probiem under dscussian ? 

(Does he defend or espouse bis or someane 
e's view? 

(/)Does he put questions jo such form as to 
litt prompt and walling reaponses? 

{6} Doea he at times appear to daaninats the 
Bop? 

(H) Dos be appear to place a diflereat weight 
‘upon the contnbatsons of ditiereat members 
of the grcop > 

{9 Does be ever close discunion arbitrarily ? 

G) Is he skifol my revealing the “ot tpots” in 
‘the discussion ? 

() Does he make sure that all views and interests 
ate expreeed? 

@ Dow he clarify imaes wn ny restatements 
‘and summaries ? 

(9) Does be seer to be aware of certun tensions 
Detwcen meres? 

(091s be sith at drawing out the baciveard 
embers? 


. Personality differences: 
(@) Are the management representatives amform 
in type? 
@) Are the employee representatives mniform in 
type? 
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(¢) What are the chief traits of each groap? 

(@ Are there any outstanding personalities in 
celther group? 

(4 Do the employees generally depen upon one 
of two persons to fepresent ther views? 
‘Who are these persons ? 

(P) Dees the management group Likewise depend 
‘upon one or two to represent its views, and 
who? 

(e) Are there any sharp personality diferesces 
which lead to temsoos, sibubatins, snis- 
‘understandings ? 


D Quanity and guaity of errpaton : 
(@) Ts pariapation general? 
(0) Who does most talicing > 
(6) Dowa amount of partzipation vary with the 
subject? 
(4) Dons iatiator talk mace when hs subject is 
der dicensca ? 
(@ What proportion of the total participation 
inmate by 
i, the management chaiman , 
fi the employes chainman’? 
(9 le these a tendency to participate in general 
rin pec terms ? 
(a) Are Sats canted ? 
(0) Expenence ? 
{9 At whet pointe does partipation seem to 
ag? 
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RE, Tha ile of tha representation = 





(e)Do representatives speck ao if they were 
sepmesenting ? 

@) Are there spokeezen for each side who seem 
to-do mest of the representing? 

(@ Does the group lock to certain representatives 
for specialin! cow'foaions ? 


(4) Ave there any "foud-epeaker representatives? 

(0) By what signs ia it Iown that the represen 
tative speaks for his group, or for bite? 

f) What fraction of the worker's personality gets 
repersented, preninantly ? 


FF, Characerite reacons and inleractions : 


(4) Do various representatives appenr to rect to 
each other poatively 2. Negatively ? 

(Hts there eaarked difereson between the 
Interactions between representatives, and 
‘between raprecatatives and the ecbairroan ? 

(@ Ame there any member of tbe group toward 
‘whan the reections of mpreseatativer are 
‘habiteally in terms of authority ? 

(2) Are there interactions fo which the habitual 
‘mood is oue of mone, ox fun-caking ? 

(o) What interactions appear ta Jeed the group 
forward toward constructive action ? 

() What lateractions appear to impede the group's 
Progress? 

(@) De interactions change when the matter under 
<dsenssion obviously revealsinterent-dstance ? 
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G. Cyeies of ompo and toma = 

(@} Does dlscssion proceed slowly and halting'y 
at Sint? 

{@) Is good-fellowabip manifest at the beginning ? 

(@ Inthere present an cbvionamood of expectancy? 

G@) le there prevent an obvions mood of non- 
expectancy 7 

(6) At what pouits do moods change ? 

(ile participation mare general and tively at 
Given points? 

(® Is indiference apparent at given points? 

(A) At what pomts does attention rine and fall ? 

(@) Are there obvious relatanect and tensions ? 

‘Gis it apparent that there are prevent certain 
‘overtones or mertoost whlch prevent 
frankmess and impede discassion ? 

(8) Does the mood of attentian and interwt 
bewhten when « given case comes to the 
‘tage of conchusion ? 

 Whea voting 13 utilived, ia the respoose 
animatad o¢ litle ? 

(0 Do participants approsch problems by round 
about, oc dire! paths? Does tha vary ? 

(0) What mood i evident when long speeches 
are made? 

(6 sit ever apparent tbat the conclusion reached 
a dlanpproved sltbough not openly ? 

(#) What happens when the meeting is over? 
De participants appear to be eager to go 
con discussing certain questions? “Has good 
Seliowsbip incresoed or diminished ? 


‘Tem TrawEguE oF DIRECT oDsREVATION 
(Basie Forme: The Person to Event Relationship) 


“Tx definition of an event by axcgament of demarca- 
‘ioun"satee Whitabead,* "aan arbitrary act of thought 
correnpoading to va perceptual experince, Thus it ina 
Dasal amuimption ewectle! for ratiocination mating 10 
Deceptual experienc that there re dafisite entities 
‘which are events” Profesor Whitehead appears 10 
sake three sifemations a the above statement, namely 
(9) that the ow of experience does not of Het reves! 
sefalte demareations which ray be oaled events: (2) 
that this amigument of dknarcators is an arblirry 
fet of tonght, eod () at wach am erbtrery umlgazent 
of demereations, denoting entities, i eaentad as an 
sumimption if events are to bwoume & part of perptia! 
experience Simple an than statements may appear, they 
oartitute ope of the most critica probiems for slentie 
‘method. Each separate science stot contioee #0 ark: 
Whal is am event? in the placa) sciences events are 
sssumed tobe from as related Co object; thas «change 
fn the postion of an chyect constitutes an event Tht 
Phypicit may aslg> dexarcations to an event of hia 
sect by measurements of vars, dexaty, vlame, motion, 
sconlration, expansion, direction, et ater. Ta the procem. 
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appear to drop from the equation. In the social acences 
srbitrarloess of demarcation Wy greater and ensuring 
‘ecluiqae are late davalopal ; coamgocstly, social events 
are nally deocribed in sock satve ters as to make the 
escripton valocea, or are merely the perianal impos 
‘on of en indivdanl ebnerver. 

Our present concer la with a limited class of events, 
howe which go by che nama of " evmis of human asoeia- 
‘ion, communkation and partiipatics,” to use the 
language of Profear Dewey.‘ Such events ure easentially 
Deyehic and cannot, therefore, be adeqoately described 
fentl morn reliable paychologial tools of analysis are 
available, Lacking some of theee tools, socal rearst 
‘obliged to make eve mare bold and afbitrary damat- 
‘ations of events than is tr of same of the other wenn 
From & peycho-socologial point of view an event tay 
be thoogt of ax a change in the relational aspecta af 
social waite, The event tel ls an interruption of hablt- 
txperiance, consciously recognized as cach by the partic- 
pants, or arbitranly demarcated as such by an. cbaeryer. 
‘Thus, socal experience may be said to fow as line more 
or om atealght, without econtfulnes. 

__———— 
1 may be suid to fow in undulations with nodes and 
internode - 
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‘The vertical Ines inthe abore graph of expeciens tepre- 
sent arbitrary demareationsof events ; the socal sclentist, 
‘then, cbvecres particoltly what transpcee within the 
margins of two arbitrary Snes inserted by himeelf at 
riven points in the fow of expetioncs. 

‘Experience within an industry consists of continuing 
communkations and participations, and the enti Sow 
tof this experience may be thought of as a sequence of 
events, A formal oveting of exployors. and coanagerd 
constitates an event which may be mare readily demar- 
cated, set off from the geceral Sow of experieace because 
‘he participants themselves regerd such « meeting at 
something diferent trom the vrmel Slow of experience, 
‘Aa research agents onr task with respect to eventa of this 
character wan to conduct such experiments ay might 
reveal to the cbuerver something of the quality of oox- 
munication and puticipation withia the ecttiog of & 
Jolut committee semen. The major event, therefre, 
fs the total committee somion; witha thin event sre 
smibadiary weanta which, if muceptible of observation, 
should reveal knowledge with respect to the quality of 
{interaction which characteries the behavicur of employees 
fand managers when acting as members of a joint com 
mittee, 

[At fmt gance it might sppear that much observation 
ook be accomplished ott eflactivdly i vecbetim 
sreords of the proceedings were take, either by a steno- 
wrepher of a dictephoce. Each tem of pattcipation 
in the total flow of communication would thus be made 
available to the observens. Bat, communication is not 
simply © proces of verbalization. Indeed, the spoken 
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‘word is frequently unimportant in communication, save 
ss related with tove, gesture, bodily poston, et cxtem. 
‘The observer will, obviouly, pey special attention to 
‘verba) cammmications since thee will constitute hix 
‘main resource for deriving log!eal meanings, but be will 
‘ho attend to the non-verbal accompaniments of oom 
‘munication, {ts undertones and overtones, which in the 
‘cod will make his mennings prychologioal as well a9 
logical, Civilized people do, of course, tend to become 
‘word-conscloas; they attempt ta exprest all meanings 
‘in terms of words, But, to ceglect the physiological 
sabatratum isto make of comimnnleaton a wholly rtisoal 
‘duis, a procedure winch in the end falsiSes our inter- 
‘pretatians of bekaviour.* 

Technical methods for observing commonication as 
‘verbal (eymbelical), and as noc-rerbal (physiological), 
ser till wanting. The chiet dificlty hen in the fact that 
communication ttsel peecents in wholes, not parte: 
‘the spoken word and the lifted asm, the threatening 
festure, of tho inereesed vehume of tone Bappen as ons, 
ot two waits of behaviour. When the observer separates 
‘the word from the gesture he is simply being axbitrary 
fn analysia. The second dificuity resides in the fact that 
the observer, whether he wishes it er not, wil “tee what 
hh ly ooking for." Obvervation is not 1 dict respense 
of the eye, o ear, or Band, but a based mpoa the response 
sf a great mam of previous hits, bodily respontes, 
moveroots, et oxtera.  Weabeerve with our whale past 
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of paychological experience”? Observation, implicitly, ts 
oelctiveprocaduee; what appears to be meaningfal tn any 
sven observer ia 0 because of bis past expertence, ps his 
peroeptna! capacitien* Natvecbservaten cannot, patently, 
‘oe accepted anu trustworthy teckique for socal research, 
‘With these two major dificaltis m mind, we may now 
proceed to describe the tectnizoes of chuervation wich 
have been itilised in this study. Our im was to reveal 
the dymmice of committee proces, viixing dicect 
‘observation of events ase technique which might illu- 
rminate certuin expects of proces more fly than other 
technique. Belore direct observatioas begun we bud 
aired farniliaised omaeives with sock genera inforzn- 
tHon asthe range of mubjects deal with by wach committees, 
‘tha graeral conceptions of conference method in vogue, 
t cetera, und consequently, i¢ was possible to micimize 
‘certain Hems, or at least, to reduce them to lower Invele 
of attention. In tezms of comncittee dycamics we aimed 
particulaty to secare laformation ofthe folowing vanurty * 
(0) Time: 
(4) Titan conmumed by the total meeting 
() Tiss coursed is dscaming specific tems, 
(2) Swhjctmatier : 
(@) Simple decotation of the subject or subjects 
eslt with at a given committee seaion. 


(3) Participation : 
te Rane ot pacts; | See Chapt 
(@) Tha mode of participation. (on Charting. 


23 | Mert, Chay HS, Teds ot Arenson Secioey 
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(4) Overs, sonora behaviour: 

(@) Tove of voice, guetoet, facial expresions, 
feelers, accompanying communiatin, 

(9) Conference procedure: 

{@) The gmusalian! Semewor' af cocfeence with- 
in which the communication and partlcipa- 
‘an take place, (See Chapter V}) 

(6) Chairman's conduct: 
(a) Range of his peticipation 
© lepton of proceere esstng an hin; 
(6) His specal objects ol attention, 

0) Tempo of Interaction = 
(0) Speed of communication, 


(6) Trociment of Drffrnce = 
(4) Difierences ox points of fact: 
(@) Os points of opinion ; 
9 Differences apparent bat anexpressod. 
(0) Conclunions reached : 
{) How items of business are disposed of ; 
} General tone of group at the point of decison, 
Utilising the above suggeeted points af observation, 
‘the following chart gives a tabular arrangement of the 
facts im a particalar meeting showing the distribution 
of tne, the qubjects dlerussed, the proedame of the 
meeting trom the point of view of the chairman und the 
representatives, The third cakmn gives the observer's 
interpretative comment based upon the particolarized 








‘hows bow the commnitse procedare und the interpretive 
snalyeis throw light opax the eateperies,Impulsion, Ck 
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alata of reference discamed above. The last coloma 

cxmsjcence, Interact and Emergence. 
‘OMaYATION OF counarra 
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‘Tha Oeereciot She. 

For extensive observation ting the maxima number 
of points of relereace the researc agent imaat Bare an 
‘unobetructed view of the meeting place and of all the 
participantn. This ter ie oly posible when the group 
is timed tn nember, that ig preferably act mere than 
Aiteen, A cahumaal arracgenent of the categones ef 
cobeervatlon wil faclltate wpeed ts reoeting and symbole 
for the units ot participation may be wsed ab sugperted 
In the chapter on charting. In this way, the purpose 
of the observation chart, to show a summarizd picture 
of Important aspects of committee procens fo achieved. 
Ts chreumstancer where extensive netoaking 1s not 
viable, the cbsereer ean recotd thtot important 
aspects of the oouterzce a the folowing way : 
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etlag visce they furalss indices of habits tod customs 
‘But, what an laveatigatar really wishes to kaow about 
fan ongunised group le the manner of {ts functioning 
‘when confranted with situshons which call for choices, 
decisions. Events of this nature tend to become the 
odal points by which the activities of the group are 
eweolleeted amd recorded ; such records attain increasiog. 
‘importance sce they becorse incorporated la the conteel 
tradition of the group It Js Gaeve events which describe 
the quality of the socal process, and when they Jeave 
‘their mows in pammanent records they constitute one of 
‘the major data-souroes for ceacerch.* 
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cxclosively. The social siences (sociology, ecanamice, 
obtical sclence, and history), being peknary com 
cerned with eveats oonuring in the more recent past, 
or contamporaneccsly, have oesasion to use the raore 
‘commen fore of record, nazely, the written word. ‘Thers 
i Ml considerabia dispute with respect to the Might 
selentiSc use which may be made of written accounts of 
event, The historians, for example, continue thee 
perennial debate concerning which evexts shonld be 
included and which excladed, end more important sti, 
‘the manner of selecting, interpreting end valifying the 
‘tian reconis upon which their rsearches are besed, 
‘There are atleast two techmical approaches to written 
records used as social dita, oamely: (a) Selection of 
eparate categories within the records and reduction of 
‘theo to statistical teros ; (@} isolation of given con- 
textual sequences in events fr parpose of étalld analyse 
ocording to the techmaue which is usmaly called “case 
Ato." We have expemented with both of the fore 
‘going techniques m the present stody, and tis chapter 
i concerned with the latter 


Dfining Case Analysis, 
"The following terms frequently are used néacsiminately 
fand must therefore be distinguished: cate study, cous 
method, cars record, case insiory. Approximate definitions 
‘ill snice for present purposes = 
(Case Study : The analys of an abstracted phase of 
experience, vsvally performed in the interest of 
dercrbing tome quality in the experiential whole, 
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Case Method : A term utiSsed primarily in applied 
sociology and implying thet dhagucetic and them- 
[pentic approsches to the smlution of a problem 
‘may be made by considering the involved sitoation 
‘as unique and discrete. Case method is also used 
{in somection with teaching, eg, the case method 
of teaching Jaw and social work, the conno- 
tation being that the student leans facts and 
principles through tbe analysis of relevant cave 
atone, 

Case Recon’ : The forma} er intermal statement of 
1 case oat farts vesbelly or ayrabohcally, 

Case Hustory: A case record amranged in chronclogleal 
sequence. 


The proces then, of abstracting sane phise of ox- 
perlence is one which has been found useful $o social 
agnostics, temper, teaching, and history, In what 
tense 6 mich a procedure useful aso to ocial research 7 

"Cave atody method,” writes Shaw, “emphasizes the 
‘total eltoation or combination of factors, the description 
of the procesé or sequence of events in which behaviour 
coeur, the stedy of individual behaviour in itn total 
setting, and the analysis and comparison of cases leading 
to formation of hypotheses": Case studies, then, are 
to farninh 2 total view, “to take into account the richnem 
of fact "* concerning aman events. We sow ee why 
the came sindy method (technique) has becore wo popalar 

1 Gye xd Method" C Saw Pada Aman 
Sepalogel Seat. Wl 3,3 2a 
Sis connec of Cam Sete to Sein." by W. Baal, 
_Pibhocnons of te Ameren Seach! Senay, WONT PH 
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during the past two oc three decades: Scientists snd 
philosophers have durmg this period criticized the so- 
‘called “atomistic” conception of research; they, tha 
critic, have insisted that the reduction of reality to 
‘smaller and smaller unsts would not in the end lead to 
‘more important fact or truth. Ou the contrary, wo the 
erica contended,  atorism ” represents a Innited point 
of view, both for wience and philosophy. What is nooded. 
In onder to give these everamaller units of reality meaning 
{a 2 view of the total sitantion within which they operate, 
Gestalt Paychology * may be regarded aa x direct reaalt of 
‘the revolt againat “atoms,” and case analysis is ttn 
‘counterpart in the socal seences. 


Tha Parbaitpdolat Situation. 
‘Ths term “total situation ” ls obviously too broad for 
any technique of research. No technique or combination 
of techniques capable of revealing the totality of nay 
event is as yet in existence. Case studies, it might prefer- 
ably be said, aim to topplemumt the kind of facte which 
are revealed by subdivsion of units through the process of 
‘Viewing thene tune facts in alanger context. This approach, 
to the study of phecomena is, patently, arbtmry; in 
the first plac, the observer selects out of some compre- 
hensive totality some itera which seems to him slgniscant ; 
Je theo atiizes whatever records wre avmlable, again a 
selective peocedore, and thereafter supplements the 
seconds with axewers to quest fomulated by himsel, 
once more @ selective procedure. What is finally de- 
scribed as a result of case analysis is a pertialy-total 
2 See parsecsty the wes of Ma ad er. 
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sttuatio, limited by the evailablereconds and the observer's 
‘various gradients of perception. 
‘The Categories of Case Anaiyet. 

Coasderable attention is now belag directed toward 
refining caze analysis ax « technigus for socal research. 
‘A monograph mlitied Cate Study Passbiise,t i probably 
‘the best singe piece of woek in this area. This mano- 
(graph rogyents a procedure for deriving inductive cate- 
trriea for cave analyas and thea sugges the folowing 
term: 

(0) The Fact Items: the heterogenous fact items as 

‘collected in the case records: 

(Tia Schl ce: fet ts tengo miner 


() Th Sxl Fes Cene ‘sroupe of zor clurtera 
sxranged to show wider relatedness; 
(0) Tue Type of Case snapection of the social fact 
‘ape indisates the ganera ite for the cave® 
1k -will be awen that the denvation of the abave cateotien 
involves deductive ss well s» inductive elements. To 
Impute importance to anything is in Itself « deductive 
‘procedure, This isnot, from our point of view, « hindrance 
to research alnce we have al along admitiad tht bozoan 
[Purpone enters into and gives coloar to all research. 
1 By Ata Sts 


* Grangnge of the ff carey. a dengan of the rp cant 
eek meeting te Bi Sel Sow Se eal cept me 








‘ta Gancptve tee sell be appt © the umAest oop of ct 
‘tea was bane calor of 
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A natural clasification such aa the onc mggested above 
oma, however, in noe thing, a name for the cave, What 
1a needed in Caze Analysis is a set of significant categories 
for th unalyen of these aggregated fact items, Bat 
significant facta are porposve facts end until thi purpons 
is elated 20 such set of categories i pee, 

a the present study the purpote isthe analyals of joint 
comaitiee procedune, problem and reslt. Cae study 
categories therelare must derive from this purpose. 

Case Analysis then, consist of three major steps, 
aamely 

(The sepbaiog, ducing, and amg of 

85 

(2) The analysis of these facts by various kinda of dis- 

crimination ; 

(6) The interpretation of these facts including imputa- 

ton of values. 
CConaisered inthe light ofthe joint committee in industry, 
and ao ured in the present study, thos three steps may 
be further elaborate : 

(2) The focts to be utiized in case study method are 

of thee varietien: 

() Facts which constitute the emvence of the cave 
facts within the fodustcial setting acd the 
relations between employees und management, 

(© Facts which enaerge ss the case is discued ce 
alt with by various committees of individuals, 

(@ Fects which are descriptive of the effect upon 
‘the case caused by its treatment by groups 
and individuals, 





4g8 EXPERIMENTING WITH TECHNIQUES 


(The given date, the detived data, and the pre 
‘pitated date. Given in the camo; derived 
from discussion of the case und impinged upon 
‘the case by the repeezentative process ) 

(2) Analyns fachdea the following winds of di 
crimainations : 
(4) Diseriminations between various kinds of gropt, 
(@) Discriminations betweex varioms kinds of fact, 
(@) Diacriminations between varios kinds of authori 
tative individuale 
{8 Disctimuzations between various kinds of group 


Procensen, 
(@ Discrimizatious betweex various Kinds of com 
clusions. 


(©) Inserprcsation may consist of tbe following ways 
nf ascribing values: 
(6) Values derived trom the powers of the groups. 
(@) Vales derived from the participant character of 
‘he repremntatives. 
(@ Veh derived from the method of conference 
‘sed. 
(@ Vetoes derived from the method of securing and. 
‘tlicing emergent facta 
(9 Values derived from the nature of the conclusion. 
A Proposd Form for Records Case Matenals. 
‘Asraming that all the data constituting a came ate in 
Iaod, i then becomes necesary to relate this material 
to the total research porpose. What i this material 
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expated to reveal? In order to redoce all case data ta 
‘comparable terms we are mggesting a form, not usable 


‘or all cate studies of coorme, bat one which was found 
suitable for the sind of joint commitins 


I, Fecal: 


Chronology of dates of sigruficant events in develop- 
‘ment of ease, 


1S, Conference Progression : 
1. The natare of the problem. 
(6) How isthe problem recognlned ? 
(Is the question defined > 
(¢ Rasifcations o delimitation of the question. 
2 Interest distance inthe fue. 
(@) Background factors givisg emotional depth, 
{@) Particular poants of exotional strain 
3. At what point the vallity of the factna? basin 
‘of the discussion questioned ? 
{e) What éitleresces ure there on matters of fact ? 
() What differences are there on otter of 
opinion ? 
When are peincipal facts brought in? 
4. What explorations of ditfermces of fact and what 
iscusion of diferences of opizion ? 
{) What are the data on diferences as to fact ? 
(©) What can be suid as to differences as to point 
ot new? 
$. The kinds of conference method employed at 
ferent stages 
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IIL, What are the Possible Courses of Action? 
() Azalysis of the fuctore tn IL. above with con 
‘fgurated statement of the whale cam 
(@) What is or was actual course of action ? 


TV. The Conclusion Reached Varied in Terms of these 
Sugaesad Vals: 
(@) Conference method tbat Inds to constroctive 
‘lations ? 
(@) Educational growth and development for the 
asticpant ? 
(6) Greater eflectiveness of the conference as 8 
ep in the indssirial proce 7 
(@) Socal ruifeations of the Joust expecence. 


A Semple Care Anaiyed. 
‘The following sursuarised presentation is divided into 
three major parts, namely («) Chronology, (8) later 
pretation, and (@) Interpretation ic terms of the four 
fategories of rmmarch, maraly, Impebkion, Ciemnjaomnoe, 
Totersction, and Brsergence. Tn this case we Dave fo. 
lowed through, by the ase of records, = case involving 
‘both committee and sextra-commnities activitia Toe 
eraployees initiated the cave by asking for « change ia 
Dolidny schedule. From this point onward the reader 
ay foview the cain aa ct evolres thtzugh cimetook 
rocenes and sages. 
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‘CHAPTER XI 
‘Tur Traragox oF crac 
(Basic Ferm : The Percnto-Racrd Relationship ) 


(Couz analyis oa teciique which may be, and scaly a, 
teaployed for the porpene of castying hintrial data, 
“The busi material of a cae isu dexrption of an event 
which hus oonured so far tm the past an to allow for 
‘oaltioo, deimitation, end abtmaction. In moet instances 
‘the perca who analytes the case material le not the sume 
eros who as bad frvt-band contact with the event; 
conmquently, the axalyser le compelled to construct 
sanings x2) Snterprtations which em, eexally, nce 
removed trom reat. Analysis ofthis sort i, ebwioaly, 
abject (0 the vaguie of fodivideal gradients, ence 20 
‘wo perians are likely to arive at the sume coooeption 
ft meanings fora the given date of any spediic cam, 
“This lability of hsterical case amaipis has led to the 
‘Wh fr techniques which might came nearer the current 
event. Socal scents, ax well as ll other scent, 
are eager to dacover ways of analying the living present, 
‘the flaring eye which can vever be reconstructed with 
fidelity coce memory is called spon to intervene. 

‘Tha ia the aay of olntcocmitne we have withed 
to cane cloer to the aca) events of committee session 
‘han is peatle by the ase of histeial ced, We have 
steady described ow far direct und partkipant obvarvn- 
in carvan us in this direction, Another posbity waa 

7” 
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recognized, namaly, the tamterence of the evest to 
raphic forms * as golly as posable after the commitice 
smunlon, Jn onda to ust this tclnigue it Deca ntcoesary 
to sare verbatim cords of commitize meetings ; thess 
rmeoeds were then reduced to ents of cocumunicatioa, 
‘and both the unite and the Kam of comamsicstion we 
fodicated upon a chart. The reader may then follow 
‘Dan progreting lie of commanicatlon as it flower form 
‘one person to asother in ke group, and thus ven at w 
lance some of the welaticnshipe between the probiem 
‘under dictation acd the method of coferepce in tam. 


What isthe Uni of Paticnpaton ? 

‘Acalt of pertipation conga ofa remark or eprendan 
which in ito pemary meaning teveas that the speaker 
‘in attempting to (¢] make wsatezent cr (2) asa question, 
a ach case, the tatement or the question aay be elther 
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kawioe, mary be claified according to their main perpert, 
tod tos it wil be found that questions axe uskes (a) for 
the purpose af securing actual information, (8) for the 
purpose of revealing opinion, (2) forthe pumpose of wecuring 
fa clearer understanding of & previous statemmt, of 
(2) fox the purpose of eliciting expecezce from others 
"The above varieties of statements (fctoal, argumen- 
{ative, procedural) ay be stil further mfmed is tems 
of apeciic implications, For example, a statument many 
tbe made is the form of « report, it reay be merely « 
sdraightlorward fact, ax item of experience, a reference 
‘to the coostitation ot bylaws or to rules, am announce: 
ment, of a comparison. This process of refamg the 
laniications may, of coors, be carried to suck Tisuts 
as to make the categories useless for analysis. In onder 
‘to oop the categories reprenentative of uolts af pastil- 
‘ation within manageable terms it seems advisable to 
adbere to the smallest pounble acmber, keeping in miod, 
Ihgwever, the neceaity of conveying « realistic picture of 
‘what nctually taken place io a committee satin. With 
thin delimiting principle in mind, we propose to ntilize 
‘the following catagories as eymbols for vaxying sanits of 
participation : 
1. Statements which are either relavant or irrelevant 
aad 
A, Factual: 
1. Porporting to present a report : 

(4) based upon investigation; 

@) tranamittn! frum another committee; 

(@ secured from az exthocity. 
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2, Porperting to express. a general fact : 
3. Parporting to relate an experience : 
44 Porparing to announce a changed policy, 

practice rule et cetera: 

‘5. Pusporting to draw a companson. 

1B, Angumentative: 
1, Pusparting to expres an opicion : 
2. Posporting to cebu a previous statement: 
3 Paperng fae © meri for eo: 


4 Paper to ntepre  meaig: 
‘5. Pospotting to challenge ot contend : 


. Prooedana: 
1 Purporting to remind members of an item 
on rules of procedure, rales of order, 
couttltutlon, et cetera: 
2. Purporting to wmounce same fact of 
procedace : 
3. Purporting to modity or alter procedure. 
2. Questions which are either ralevant or irelevant 
od 
‘A. Ate asked for the purpooe of securing informa- 
fon: 
1B. Aveasked forthe porpose of securing an opinion: 
Ate saked for the purpore of dasifying under- 
standing of a statement, decision, etcetera: 
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2D, Are asked forthe purpose of securing stmtements 
of experience from others! 

Substitating initials and mumerals a5 symbols for the 
‘above units of participation for charting purposes, we 
‘may designate a relevant statement, factual, und por- 
portmg to give a report as: RS Fx Thencetorth 
all factual statements would be diferentiated by oor of 
‘the remaining numerae in the seiet under Factual 
‘An item representing a relevant statement, argumen- 
tative, purporting to reveal an opinion woald be doxig- 
pated: RS Amr, and thus cqwand with this serfea 
‘A unit representing an ivelevant sintement would be 
denoted simply aa 1S F, or i$ A; in case the ep 
parently irelevant statemect proved bi 
Gefnite seletinahip to the subject 


indicnting that the pucpott bad been to relate en exper- 
leoce would be designated: I$ F—3 Relevant 
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nity of posport. Thos, if one wished to indicate that 
‘8 question was not merely relevant, and pot merely for 
Purposes of securing information, bat was specifically 
related toa ceport, the symbo! might be R Qin. 

In onder to add further meaning to the chut some 
indication should be given with mapect to the amount 
of time devoted to each unit of participation, The ebove 
ymbols nied in a chart would indicate the distribution 
‘hus the type of participation in the discussion. Lougita- 
final spacing on. the chart would, in turn, indicate the 
relative amount of time consumed by each unit of pat- 
Hctpation. Slace the units of participation bave been 
found to be ahmost waifocm in lagth, we have allowed 
‘only a single longitudinal spce for each unit; when one 
‘pertou combioes mare than ene unit in bin diseourse, 
the units are tabulated in onder and thus the chart readity 
xoveah the colative amoznt of tine taken in ditcumion 
‘by any one peron. Before proceeding with further 
aculysa of tho symbols utilized it may be adviable to 
furnish « sample chart. (See opposite page) 
Tnlerpriing the Graphic Anaiysis. 

Mare presentation of what took place is « committee 
meeting is the frst step io analysis. The eymboluation 
‘nd placement of unit of participation provides « picture 
of interaction within a committee setting. The mieaniag 
of this Interaction in teams of conference procedace aust 
‘ow be deduced by farther steps io analysin. Reference 
to this chart wil tndioxte two additional phases of 
spalyais which are tentatively proposed. 

Unita of participation tend to group themselves about 
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smparain plasm or periods in a dlseusoo procedure. 
‘The varios measings which we bave anctbod to such 
grompings will be found under the beadmg ” Methodor 
logical” 11 ppeared, for expla, Gut the dicuion 
of this single aubject (dealing with a complint by the 
vearkor squint what they thooght to be unde pees 
Dy the management for prodoction) passed throagh five 
dlistnct phases ar periods. Each phase ot period may be 
esignated or interpreted in ters ofits eatin to the 
total conference procedure. Thus, the Giret period began 
with « report prevented by the Employee Chairman 
fom this point ouward the Management Chairman pro 
ceeded to explain the prnoples guiding Masegement 
with repect to problems of this aert; La addition he 
challenged the Employee's aswumptions: this period of 
the conference mvoired seventeen partcrating units, 
of which the Management Chairman's ducoure consumed 
fixtsea, The second phase 1 called “The Perod of 
‘Discovery of Dificltes "and bere we find a distrib 
of participation, although the Management Courman 
contributes eight ums, and Employee Representative 
‘three, mad a vintor four. The scomeding oc third phaoo 
is called “ The Penod of Selution Offered by the Manage- 
tmnt Chairman", and bere again we find this chairman 
contributing seveateen unite withont any additonal pr- 
ticipation by ober members of the comsittee, In the 
fourth phase, “Eetod of Further Elaboration of Dii- 
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cules", one notss another distsbutienin whch, however, 
only the Employee Chairman and coe otter Employee 
‘Representative take part. Filly, there a a culminatiag 
‘Plase, “ The Perl of Couelasion ", in which the Manage- 
ment Chalesaa, after ona muevant statement of experizace 
by an employee, fcrmalntes the policy, stats the manner 
of disporing of this item of boxinem, and invites the 
confidence of the employees. 

‘One further reference to the chart will reveal that we 
fave appended an additional column of interpretations 
under the Ue “ Pryehologica.”* In this column we 
have marly attempted to indicate im terms of the phase 
fr petiod, what appeared to be the dorainant attitude, 
{ngofaras this attitadeseemed to be» part ofthe purpodive 
slement in the discourse. Thus, the complete chart, that 
fa, conaplete so far as vee have developed this technique, 
inchades sex agpects of committee interction, namely : 
(@) the number of units of participation involved, (2) the 
person participating, (6) the desonptive quality of wach 
unit of participation, 4) the Mow of participation trom 
peeson to person, (0) & groupicg of waits into conference 
hases, oF periods, together with some interpretation of 


The vadty of Sime peychologad categnss deros trashy 
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‘the relation of thee parts to the whole and (/) a tentative 
{ntexpmtation of the paychalogla! (attitudinal) cordate 
of each phase or period of the disenstion. 

“The Methodological and Peychalogical catumns in the 
chart on page 195 bear dizectly upon the qosstion of what 
{sof what is not ” good ” conference method, and what Is 
(or is not " good conference conduct. In out investign- 
‘thons we élscovered that personnel offcials and other 
industrial offers were mont eages to receive enlighteroment 
‘with reapect to this vexing problem. So persistent were 
theis requests that we found this to be ane of the most 
hallonging and perpletlag diftcaities to be encountered, 
In short, theae persons were already so orusitived to the 
‘ead for improved conference methods that they were 
‘prepared to take didactic advice whether bused opan 
reteateh or vot. Since we sade the intial asmamption 
‘hat we could never arrive at trustworthy facts oslem our 
‘research purpose sornebow an at vasioas points coslesced 
‘with the purposes of thove invalved in joint committees, 
‘we coal not withstand these demands entirely, But, 
‘wherever pomble we alowed our matenal, inadequate and 
incomplete 08 it wok, to do the teaching: Thos, 0 chart 
toch as the above which reveals that the Management 
Chairmas contributed forty-ine of the total of seventy- 
‘one units of particiption, that mo other Management 
[Representative participated at al, and thet only three of 
tenlve Employee Representatives participated, i x itself 
teaching device of unmistakable implications, This 
chart also reveals mumerous other cloes with respect to 
‘anference method, far example, it shows that the scinton 
‘was prevented by the Manegement Chairman and thet his 
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authority carried this unaltered sclntion thraugh to 
rceptance. If the members of this committee Imew this 
to be the chamacteratle method of this chairman, on wide 
tribution of participstion could be expected. 

Hat, the fomdamental problem of ” good” or valid 
confareace method is cue which does mat belong in a 
‘volune cancermed primarily with esearch Inypothenes and 
techniques, The very techaiques which we aigaet in this 
volume will, we hope, furnih the kind of knowloige 
conceming the intricacies of interaction in committees 
‘which are needed before edequste and ound rules for 
conference method may be proposed. The socalled 
pructioul pemons who with a0 ardently to imow how to 
“rum committees appear to race the preklem to 
sabourd simplicity. They overlook, for exuumple, the fact 
that committee method 1 directly related to commitine 
purpose, Since there are, obviously, many purpetee 
favelved in committees, there can be no single method 
appropriate forall parposes A technician could, of course, 
‘advise any given industrial concem with respect 10 its 
complete system of managerial, employee and yoint com- 
rittoos, providing be conld be sure at the utuet that all 
of the persons involved im the membership of theve cam- 
aittoos were aware of ther purposes, So loeg as an 
industry, for example, oblines joint committees, to 
abeocb Intent conflicts, to mustain morale, or to forestall 
‘trade tnioniam, and is frank in stating these purposes, 
‘there ie an eany pathway to eppropeiate conference 
method. If, bowever, iodutries actually utiles joint- 
commalttees for true problens-aolving and ap ox integral 
part of management, then the road toward sound con 

® 
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ferenon method la complex and dificult. AM that can be 
‘sd at present Js that very few Indvatries have recognized 
fand stated thee reallatle purposes with respect to joint 
‘committees and consayzently none can suggest to them 
‘the " beat conference method. 


A Simpler For of Charting. 

Those who may wish to experiment with the charting 
of camumitire restings but who am cot prepared 10 
ellne the complex ayrtera of categuiea, or unit of 
participation, gue above, may fod wim for more 
lezectary form. Tatead of separating the participation 
{nto unite consisting of wngle aatemants snd quit, 
‘more generalised unit may be vellsed. In thi ote, & 
person's total and continwous discoume for any given 
Dartitpation would be used aa the unt; tis may be 
‘devcribed in cae or more phrases and in terms of its main 
Parport Although less explicit and more subjective in 
sharacer, th device of casting pomemes the advantage 
of wanpliity. In tis form of czart the tine earant 
‘must be taken into account by spreading the units over 
1 roltoaly larger spuce A lestration of & more 
tioplied form of charting ik precated on the following 
mee. 
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‘THE PLAGE oF STATIENICAL DEVICES 
(Basic Form : Person-to Record Siteatn) 


Ruativic snelal contrat, without the slightest doubt, 
‘dapenda upon measurement. But, what kind of measure 
‘ment? Tt is at thi» poict that social scientists confront 
‘thew moet aifcalt problem. ‘There are some who are 
wholly impatieot with the refinement of categories and 
with prooeasca; they with to cout whetever sect 
‘objective und simpla Tf only m mufficient quantity of 
facts may be gathered and correlated, these Investigators 
‘appear to be, not mezely pleated, bat aumured of the fature 
vullty of thelr work. Gradaate schools, governmental 
departments, and botinces eatablahments continee to 
accumulate statistical excmerations of this titople variety, 
but the perceotage which becomes acteally usable for 
social control ia lameatably smal. Indeed, an accounting 
cof the sums of money already spent and now being spent 
fon quantitative retearches which cannot possibly bear 
‘any practic] relation to kuman affeira might take on the 
[proportions of a public sandal In eo far ap the social 
1°79 mer ecumalaten of amenae oa at (ute, 
say sok rely be fst it ol) may bee vorbiom enpenm 
ESE Seay, ta mewey To oe ve. tery on proleae wc 
tin rowel tone eomepebin of my cay by tim ict 
(Ticneds ati of te roy cmecs of seecs at te oom 
(Sian ud, thongs er Bed soe no pny Soak Cerin 
SaaS veee s 
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sciences are concerned, there appear to be wuficeat 
eascos for believing that the problex of messuremest 
needs to be re-examined. The discipiine of these sciences 
Promises to prodsce, not thinkers and scholec, fat ald 
Iussipuatory of mathewstcal formole, Whether the 
foal remalts of satstica devices are impartant oF tot 
seers to mater very tte wo long a these zy be reget 
fe" atatiatially yu" Thin cae for tation! valaty 
‘has been pushed 40 far in the direction of abeurdity 
‘hat ‘even’ the statisticians ane Bopioning to profess 
rmiagvings. 

TAs Rite of Statistics in the Whole of Method. 

Cited mmders wll have observed that our dscumion 
‘of research techies began with thote which exe cmally 
considered lean objective, and that we have gradnally 
moved toward those in which the objective elemrot 
reveal an increment. This sequetee shold wot betray 
the reader: at one advances toward he mote objective 
‘techniques one also wilizes more of abwtractlan Science 
4s mont certain when most abetract. When the nile 
have been thoroughly abstracted, when the cluttering 
fragments of direct experieace bave divpped by the 
veayside, thea Seas seex pure" and unmixed. Tout, 
mathematica may serve a3 the ulsimate example of 
\Otractin, and it because ofa pareness "that social 
scents ave, no doubt, Moried toward ls metbods.* 
‘Tn ruoving from Interviewing to Statutics we have, 
therefore, Deen awace of the fuct Saat our unity have 


* Arcenomy i, yrkaps, tbe Row cee othe sean dah 
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‘become incraasing!y artificial. Interviewing, so to spea, 
catches Life on tbe wing ; what the interviewer sein i 
‘mud, rambled, and confused but posses the quality 
of moving expericuce. 15 Eke manne the Direct Obser- 
‘tion of a conmalttee is session provides the investigator 
‘with a" roogh lice” of realty. Participant Obverving 
nd Cave Analysia invalve ineceeaing increments of 
abstraction until at last we come to the highest level of 
abatruction, namely, Statistica, 


Staisheat Records as Found in Indies. 

‘Wherever Joint committens exist in modern industries 
‘it Sappens that considerabie time and money 19 spent on 
keaping cords, Mioutes of all martmgs are recorded, 
copia made und distsbeted. A statirtilan ts employed 
‘tomlet curtain tems fom hege mia ude costracth 
‘ables and charts. Where meords of committee meetings 
‘were redaoed to enumerative categories we found that 
{acta of the following wart were care: 


(4) Number of committae meatings held per year ; 

() Number of canaganent representatives invclved , 

(9 Number of explayee representatives involved , 

(a) Age of participants ; 

{e) Length of service of participants; 

(Subjects diecmaeed (according to private and non- 
‘analytical categories) 

(@) Kinds of settements reached 

(W) Decisions reached in favour of either management 
‘or empleyees. 





STATISTICS 199 


Jt will be noted that the fist Sve of these categoriea 
represent simple and obvious facts, unite of pensons or 
time. Such facts are, obviously, ssefol to management 
a 2 part of its complete pemoant! record, but have vary 
ttle significance for research. The last three items, 
however, are representative of the functional aspects af 
‘committees and provide « rel eive for meeurch. 


Satetice a3 Applicd to Sigmfcant Aspects of Comantion 

Proves, 

Social facts, thea, seem to alr a choice between thom 
of eeaocrete piysial existence on the one beod and of an 
intangible paychic quality on the other. But itis precuely 
‘this poyehic quality which isthe stuff of socal ceality. 

In the beginning we entertained 1 somewhat simplified 
conception of the measurable features of cumandtten fno- 
tioning, We sought axswers to three major queries, 
vaaamely ¢ 

(0) What problem ts the committee (Problem, or 

ccontrontiog ? Subject matter) 

(2) What procedure of conferencing 

{isthe committee folowing? (Process) 

(9) What innds of rensits does the 

‘committee achieve ? (Conclusion) 


‘We belleved that simple corelations might be made 
‘with the we af these categoriex. For example, does the 
CCommitten achiave one kind of remit with a apectic kind 
cof procedure? Does the committee utile the same 
‘Procedure far all types of problems? If the reader will 
now refer to Chapter ¥ on Interaction, be will seo to 
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what extent we have refined the ~ process” category 
and it now becomes neceuary to indicate how, through a 
‘ilar procedure of refinements, we have dealt with the 
‘problem of mbject-matter, or cocaitiee busines. 


Af Induction Daductoe Device for Deriving Subjectmatir 
Categores. 
‘What kinds of problems do joint committee in industry 
discuss? It appears as « simple task to deignats the 
subjects dacumed at eny given meeting, but once ane 
‘begins to clay these random topics, ditirltio of many 
‘arta azine, 105 oficial is change of joint committee ib 
auked what the commmittes is his company dincut, the 
response ls immediate; he nephes, “They ducuss wages, 
‘hows, and wortieg conditions” Thi simple annwer ix 
‘iso reflected fo the statistical records kept by Whe vartous 
‘companies. But closer inspection soon reveals that these 
catngorion simply "grew" in industria) patlance and 
‘that very Little attention as been given to their ampli 
fcation and clarifeatloe, One dlicovers ambiguities, 
‘inconsistencies, and importact omswons. When, for 
aample, a new type or problem is recogeized iti simply 
ibsamed uoder one or the other of these traditional 
categories, In short, these “ frozen terms” as found ia 
{industria records could not be utlized as the basis for an 
avcarnte interpretation of what transpires in joint com- 
rittees, Recognizing this dificalty, we were thea, os 
research agents, compelled to atk two questions, namely 
Woold s standardized oot of subject-matter catagories 
‘be miefal to 0s as invertgatoes, and to those persons in 
industries reponsible for the reconting and analysing of 
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committee deta? Second: By whet processes could a 
standardized set of categories be derived? The fin 
‘question was readily answered: we agreed thet a more 
‘ignifcant and standan! eet of categories woald supply 
‘us with fresh meanings and would be, (or our purposes, 
‘moce meful than the private and moce or lew kocidental 
classifications found in the records. The second query was 
ot to eualy asawered, 


Slope Laadeng Toward « Classification of Subyct-mater. 
‘AU categeres, and all clamcations, 20 matter bow 
‘ample, are abstractions. Any departure from the mw 
sense data of experiene, from the living siteation, involves 
tan ubstruct procedure. On the other hand, the total 
sutuation can. never be wholly apprehended, not to say 
‘camprebended: our perceptual capacities mre not able 
to repater the many-sided actualty of the living present. 
‘What transpires after the event, to ose Camarer’s * term, 
ia construction, oF recanstriction, reformulation, and re- 
‘rangement according to babitual and rationalized 
patteras “Ta our exploration of the external word,” 
sayy Ritchie” we have to reject or ueglect « very lange 
att of what is given in experimen in order to be able to 


204 KXPXRIMENTING WITH TCHNIQUES 


sake ooo of the tumaindar. What we do make ui of bas 
to be treated by very elaborate processes belore the raw 
material of expeiexce ia oonvertel into the fished 
product of wentic theory. When the proces is all over, 
{ts very dificalt to me the comection between what we 
siarted with and what we Bolsh with, The world of 
Immediate experience ian affair of blared tod fctating 
cutines of meaningless variegation, iis fof lowe ends 
‘of vague relations to something ontxide its immediata 
content. Out of this we construct something neat and 
‘dy, something compact and rounded of Yat wo are 
complied to believe that the last is somehow & true 
reflection of the frst. It may be a distorted reflection, 
Dot the distortion goes by mule, ao that the Image a 
-veridial even if it im not vertuble.” This description of 
the pathway between maw experience aod fefed tlence 
representa accurately the procedure which was followed 
nthe peeent cae ; we began with the raw data of com 
mittee meetings aa transcribed in the records; these we 
Ihave sitted and winnowed ond examined unt at last we 
‘ave arrived at a manageable set of categories which, we 
belive, denote with some degree of accuracy the subject- 
matter of Jot committees i industry. We now proceal 
‘0 decrbe the pathway along which we have traveled. 
‘An artlicial lamication is one Based upan prodoter- 
rived, « prion’ purpose. An investigator might wish to 
tom, for exampla, how many items in a given total of 
comumiticesewions were devoted to wages; be would thea 
rooont to extract fom the det, withont citi examina- 
‘tion, all those items which were either repreentatve of 
vwagea or not-wiges. His purpose would, then, predeter 
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rine the clasiication, A procedure of this sort i, of 
course, fusiiabic, expecially in cases where the ines: 
‘gator is thoroughly femaiar with the mature of the data, 
1t proceeds, however, from a subjective base, and i, 
‘herefare, suceptibie to all the dangers dnherent Jn a 
stouation ix whlch specie purpaoes guide specific ingizis, 
Most {aventigntors recognize the amazing case with which 
fone may eliminate, ar fa to recognize, facts which do 
not ta prior: claslications. 

‘A satura] clattication is ove which & derived from 
Induetions Sowing fora examination of the dats, It 
beginn by plocing together things (tome) which em 
entieal oc alle. Te decision conceraing that which 
fn alike and that which i diferent cannot be reached by 
‘methods which are purely inductive. (Pechape, the use 
of words in ital violates pore inductive method.) Like 
‘ess, uccording to Whewell, i oot established by definition 
‘but by propertie, tice” betoe we can attend to several 
‘things as Uke o¢ unlike, we must be able to apprehend 
‘each of theoe by Ital at coe thing, This unity,” he 
coatanves, "is gives by the mind itsef, the coodtion 
‘of unity of an object is that assertions couseming it shall 
De pomble"* One raust be able, that is to apply many 
‘verba to one substantive Whewell maintalas, however, 
that in setting up natural cassScation as, for example, 
in plants, a general knowiedge of the subject fs nnoemary 
‘and that “other ideas must be calle into action a5 well 
ay the Idea of Wkeoese” A natural ceifcstion based 
‘upon emential lkeoess and difference must not be pre- 
sumed to be eaxckaive af all other clastfestions, even 

2 he ty of Senn Fe, oy Wis Phew, 7 3 
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other matwal ones, Natural cemfications may vary 
with expect fo general, but never with respect to speci, 
parposes end comveniesces * 

‘Whemel, fa maintaining that likeness can only be 
stermined by properties aod not by eefilton, appears 
to limit the adiptabitty of natural chseifeations to 
‘those properties which are measurable. In the case of 
peyeho-socia! phesomana itis prcialy the most itpor- 
tant of al propertice and qualitice which escapes mnagure- 
‘ment, Ta analysing the acbjects coming before joiat com- 
ritines, ane ia dealing, sot with things, bat eather with 
‘propositions. It appears, then, that is stuis ofthis wort 
ocriminations between Hkenest und difereare cannot be 
beset upon accurate measorement evther of thingy ot 
propertin. Before proceeding, therefore, we must be 
Inot specie with repact to the hata of Uta exbjots 
“appearing us items of business in committee meetings. 

‘For pent purposes it may be assumed that there are 
‘three general classes of phinaxena to be observed in the 
univer, namely, ogecs, eves, and represenations of 
byt oF events (ough. 

‘This conception may be diagramed 2s follows: 
recat orsuran {"" = 


2 Mate, an we sat a, By she robe a canenten 8 the 
suseak stam, Peper fan sem t Ck theta sac ect 
‘ewe tert be tee ewntaly sama uecanee woh = te ot 
Delo to he essnuon of hs other Tha eroacns Soba grey 
‘pomneis slap = prt Som the cad poe of thorp tn enn 
renee mochancal smaituns sede Woche beu"—-PPmeplas 
of Somme, Mog od 2 Bes. Seley Joma 
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‘The subject-matter of a committes’s deliberation 
‘appear initially, not an object, but ax event. The aveti- 
(Gaia's observation is wot, however, of the event bat of & 
Representation of the event found ia waittes, rexorded 
Tangoage Using this diagram 2s the skeletal buckground 
for clazaications, st may be sad that : 

1. Objcts may be classed according to meamrements; 
‘the properties invelved may also be classed by 
obpective measurezents, 

1, Boonls are aubject to spacetime measurement, bat 

ccamplete and accurste desotation and description 
om the part of the observer is mnpoasible; inference 

‘of ons sort ar another trast always be invoked 
Aefining the eveat. 
Represeniaions, of wymibels of cbjecin and events, 
‘appear to usin language forms, In the case of the 
joint committee, for example, we discover shat 
fevect bas trasspired, or more speciically, what 
subject was deliberated upon, by readmg the 
record of the meeting. But, the language form, or 
mode, which represents the event is not the chief 
‘consideration ; our sim is to discover, beyond this 
‘am, beyoud this representation, a whal which has 
1a incidence nat in language but is the operation 
of a given indatry, 

Subjecta are presented to the committee, either in 
written or oral form; the esventisl Gepost of this event 
ica propoation.” But, It is abeays = proposition about 

eid Mab menos weed = be te were  o- 


a 
‘ebeees estat ane Eres Af woe and Ue pepetioe wi 
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semnthing, representative ofan eaenta idea. And, iti 
omehing about which newts tobe registered in categorien 
of Mecem and mumeness Ope prchlem has now bem 
located in the Geld of lie; we are hence prepared to 
decide cur verbal-ogis events, o thir rprenentations, 
yy dedniton and not by sesonrement. 

"Before proceeding, however, it may be advisable to 
tat the gece eitecia weed an teeta for categories of this 
sort, We have aisumed that a valld set of calegones 
sepicting the aubyect scused ia jlnt committee would * 

, Be qualltatively casastent; 

‘Admit of sharp defsition; 
3. Be wfScietiy iotermbsted and indeterminate to 
low far degrees of combizatan and recambinw- 
tion 
Be suficiently numervas to be compechenre and 

{0 few enough in number to be masageable, and 
HL necessary to be eutable for statue tabulations 
aed cormlations 

tm addition to ese peimary citera, wo sho anepued 
‘ut it woul! be desrable, if pousble, to arrive atm Goal 
tt of categories of subject-matter which woald : 

(6) Beeppheabl toll jomt committees 1a all indostres; 

(0) Allow foe comparions betweea, various committees 

ut vations petiogs of time 

(@fBe coonstent with and form 0 definite part of a vt 

‘of catzgeries to cover the whole of indostry 
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Induaive and Delnctce Methods Conjoinad. 
“The peychological factors whith intrude themselves into 
‘tho procem of fsomung lpia cmoxptsshoald be initally 
reogaized. There is no pare method of toraght. Logi: 
foomazey thought bat i does not wholly succeed in 
climinating wish and purpose. And, in 9 fc ao tbibkiog 
4 perioemed through the wie of language, each Iden wall 
be found to const of a ceatral core of reatively realitc 
content, plus a periphery of aubjective accumulations, 
adectiog and deduction are popularly premamod to be 
oppodite methods of reasoning, but closer srutisy in 
variably reveals the fact that these two modes of thonght 
fre mised, intertwined. Or, as Boposlovaky states, 
"Thee old logic diferentated definitely between them. 
Deduction was conden a¢ an application of the general 
principle to partcaar case and induction asthe oppsita 
rocees of constructing « general rain frem particular 
rnatancen, Ax the movements run in quite oppouite 
Aliectons, they were even thought te be mutual excin- 
ve for any single operation of reasoning But, as amattar 
of fact, we always have, is any act of thought both dedve- 
ten end. undocton, only under certain conditions we 
Dave the inductive cement predomizant, la other circum 
stascea the dedantive tendency prevalling."t 

The data, consising ax it does of moords of past 
sets, vepeeeats « verbal summary of events. In 
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this ” whabuus™ bas been clariied it is useas fo apply 
‘quantitative methods of analysis The “‘shatnest” of 
‘he record cannot be meanized ; it can only be resxoned 
about. All that can be done to make this procedure 
objective isto distinguish between likeness and diferenen, 
tbat cven bere now objective means ace vtlied : Likeness 
tnd difference are properties, mt 20 much of the sbjecta 
cor events in themselves as of the mind of the observer, 
At every point of discimination between keno and 
ifierence the observer's paychological hinterland, the 
source of wll genera! propeitions, introdes tee ww part 
of hia judgment? Thus, whea the inductive proces is 
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‘begun it alrady coninion a deductive eloment, namely, 
the obeerver’s umconscion, or balf-conscious becaround 
‘of sasimilsted concepts ; without these be cannot sake 
Gixeiminations. The inductive procen, then, may be 
suid always to begin with the general, that which isin the 
mind of the reasoner; it then deals with the partirlar, 
‘but in the end returns to the genentl thas : 
‘From the Generat: Unconacions paychologicalconnepts. 
‘To Pantcnler: Object of attection, 

‘To General; Coascions, opeal concepts, 

1, then, induetion rwnaion at all, which is a dificult 
qoertion, it will remain merely 1s ove of the pelociples 
according to which deductions are ficcted.”* Final 
categones, if these resalt from rigorous analysis, will be 
(generalized abstractions. The degree of generalization 
and abstracton possible tm acy given case wil be deter- 
‘mine by tha satise of the dats, and the tvestyatsr’s 
wishes" This interrelated vse of indactive and dedve- 
live methods may now be set forth in terms of mpecific. 
stages. The total process of deriving appropriate cate- 
‘toces, beginning withthe event and ending with conoepts 
ritable for Teearch parposas, contig seven separate 
tape; we ar here exchding the frst two sixps, nancy, 
noting the event and coording it vecbally, since thee 


roe ease for nec samen“ ahs fronton whe bnton 
(2iSins wn pot On emer ck we ww ee 





at EXPERIMENTING WITH TECHNIQUES 


occur betore revcarch was initiated, SpaciScaly sated, 
the fve stages through which the material was passed in 
deciving subject matter categories were ; 

x. Examinationef the Merial: Type-written minutes 
of committer mectings, wselly ia eunuuary and not 
‘verbatim form, were available, The investigators were 
already families with this meterial, having tized it 
for a variety of other purposes over a period of a year 
‘or more In the present examlastion, bowover, atten- 
toa wan dixeted at one aspect only, namely, the 
covery of what was discussed in each tea presented. 
‘At this stage, verb-oun combinations or descriptive 
statements lifted from the total context, and registered. 
‘This procedure, wa will be seen, cocstitntes a sort of 
“fixing-bath ” In which subjects ane canght Jn thelr 
‘most elemental state, 

& Aggrgation of the Subjeck Tem : The descriptive 
stuteroents are ssoembled v0 that scrotiny 1 possible 
o ald in the formation of groups. This is the Sst 
formative stage in the indoctivededoctive process. 
They are perceived as a case of data io the cough 
‘without identitying cements of likeness and diference. 

‘3. Classifontion of Be Sebjes Heme by Placement in 
Primary Groups according to Likeness : Likeseas, fa this 
saat, meant ideutity wherever identity was obvious, 
‘ont it elo meant correspondence or consinslaity with 
respect to problen-context. Forexample lf themembes 
of the comnnittes discuss whether wagea ahall be pai? 
‘by bank draft oc cash, they are not diseusing wages 
‘for ss, lt rather methods of payment : the problem- 





context, thes, 
Tn each case, the question was asked, Ie Meenets bere 
treater than Aiflerence 2 If diferencia greater than, 
keno, « new cassifcatory group nezds tobe forms, 
(Nolz—There is, patent, » great deal of subjectivity 
{avalved is these chaices Between Mkenest and élerence 
‘the investigator's uaconscioos wishes, even bis ponitive 
or negative losing about words esters and colours ix 
choicn For this season, this procedure i more valid 
‘when med by mere than coe pence, that Is, by two ar 
me perso corecting exch other's judgments during 
the proce Comparison of the various item ix the 
groups cau best be faciitated by following some 
procedure uch as thie 

(a) Stace the poins wherein the Nes are related ; 

@) Stato the valient points wherem the itewe are 
leant. 

(© 1 tan pointe of tieness are more important tax 
‘the points of difference, give x generalized 
sMatement of these points of Kkznest that will 
serve for identifying the group.) 


4: The Abcrachon of Titles for Groupe of Suijacs 
ans : "Toe process of abstraction ia similar to that af 
‘camparaoo m that it consists of a further formation 
cof groupe, Bat in this instance it 18 a grouping of 
groups, The subordinate groupings are recombined 
{nto larger whole on the basi af tir eaential commen 
alts, The point of departure for detericingthnee 
eeentisl common qualitio. is in the peychologil 
concepts om which the study is based, that i the 
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eckground Imowkige of the mbject-maatter plas the 
‘Purpose of the investigator to construct « relevant set 
of categories, Abstraction proper ta decantation of the 
ceential, common qGualitcs of the elements represented 
‘in the groupe and a bokling of fhm up for separste 
‘ouaideration. When this bas been done for the whole 
fof the data, a umber of thase abstractions remain 
‘Which thould be the tree connotation ofall ésta. The 
‘ute of tars in thie and the following state in subject 
to particular harards, Speciéc, unambiguous meamngs 
ao dificult to determine. Particular care must be 
‘exerciaed in maintaining a common co-ordinate Jevel {a 
‘the abatractions, 

‘5. Ths Generaisahon of Subjectmater Terma: Tox 
‘previous stage of abstraction sbould give a suitable et 
‘of concepts for dealing with the massed data. For 
‘Purposes of wider usage, however, one more step toward 
‘the intmaive is icportant. This ast or generalization 
‘tage ia valuable in showing the posible relations of 
‘theve subjects to = larger body of data that deal with 
industry as a wacle and not merely with sich Heme an 
‘come under consideration in un employee representation 
‘Blan, Subject categories thet aze valid for empinyos 
‘epreseatation cust also be valid for istry in general, 
“The tert for vabdity is to see if these final generalizations 
fit coordinately end subordicsteiy into such « broader 
nt of categorins. Tis fn etep io abstraction involves 
‘the nee of knowledge phis insight, Terms of this nature 
‘mast, to some degres et least, be invented. ‘The procest 
is aimilar to thet of the archeologist whe most constrict 
‘complete pattern, un entice pot from x few fragments, 
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How soccesal the presest investigotons have eos in 
devising final categories is oti to be determined : 
only a wide umge of these categories will indleate 
‘whether or not they couvey accurate meanings 
By using 2 cexdom selection of five hundred items 

‘presented in committees of two large widtries the 

‘following result was obtained :* 
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Begining, then, with fre bundved zendom items of 
Daslaess pectoemed by joint committees in three represen 
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tative industries us stated im the record, we ended the 
Iinductivedeductive procedure when we had arzived at 
four major categories which seemed to us suficlently 
Atntract to be usable as designations for all types af 
‘committee eubjoct' matter. Whetber theve categories are 
broad enough to be applicable ix all industria and (or 
all types of joint committees can only be determined by 
further experimentation. Our mais objective wat to 
decive auch categories as might be woeful for statistical 
‘purposes, The subject-matter of foint committees tn 
Industry, then, falls into « ciusifcation of four terns, 
amely, (c) Parforesng work, (2) Regulating work ond 
ondiions of vorb, (3) Resarding for work done or to be 
done, and (4) Envirowing, inciuding #rychalogical (wore) 
‘at wal as physical conditions wder which work is Performed. 
Philosophically, thase categories have wide uage, but 
for statistical purposes within any given industry the 
hirteen sub-categories need to be used becanua of their 
‘pectic character. 


dw Abstract Formate Suitable for Statistical Proposes, 

‘The foregoing account of the theory aad practice of 
Geciving categories represents a laborious procedare 
‘trough which we have pucpotaly taken the reader; our 
‘aim has been, not merely to indicate how we arrived at 
the place of selecting four major categories mutable for 
temarch but also to empbauise the necessity of atilizing 
‘modern logic in the verious stages of ratsarch. Not many 
‘romarch students who have been * bitten ” by the corent 
fashion of ” counting wil be prepared ta submit them- 
elves to logical noceitin ofthis sort, but we believe that. 
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theemphadashoold bemada,severthales, Inany case, we 
‘may now eliminate considerable detail fram the Gesciption 
tf the remeining phases of our statistical formula. Sulice 
it to may that we conchaded that simple doxciptive otte- 
orien wore cot suitable for statintcel purposes and that 
‘we needed abstract categories, terms which might be used 
‘to-denote the paychosocial process, The S-O-R formula 
aveloped in Chapter V appeared to fumiah the clue for 
uch categorie, and we have therefore assumed that tho 
dynasnicn of job commits process might be measured 
in terms of Stimulus, Organization, and Response. Our 
‘ext tua was to provide these categories with meaningfal 
content as related to committem, The joint committee 
4s fanction or process may, thea, be reduond to quantita: 
tive buses if the following facts ave tabulated: 


A, Stim: 
,Subjectmatter aces. (See pagen 2x3 and 214 for 
details) 
2. The mannet of introducing the wubject : 
() Simple: matter-of-fact, otal pronouncement 
‘oc written announcement ; 


) Amplified: simple statement or reading plus 
ten tate ct meen 


e einer may be ether simple or amplified 
‘bat with on additional element of axgu- 
ment Intended to influence or condition 
‘the attitotes of conforecs 
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3. Langaage mode use ln Introducing mubyect : 
(@) Written ; 





(@) Tadividaal to lndividual ; lngle ; 
(@) Tndividual to isdivideal ; recurrent, 


(0) Management representatives only ; 
6) Both employee and management ceprean- 
tates, 
. Raspomse: + 
1. Lmplielt, non-overt ot taeit conchuion. 
1. Expliat, overt conclusion : 
(2) Accptane of pupa mgpitin o ate 


@ Preval 
Teste fal cles be ae 


63 party omg 
(9 Dengition of reqponstity to. parton ot 
‘Persous who are members of the joint 
excite 
(@ To management in general 
(0) To spec management peru 


2 Aa now need ferential ype, tert“ repo" ay ba 
Bepite aeaing te ce a ete” ea 
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(0) Toemplayees ix general 
{iv} To specafic employee : 
{} To special commitae. 

(@ Assumption of responsibility by person or 
‘pera who ace members of the joint 
committer: 

6) By management chalesan; 
@) By management in general; 
(63) By employees in general; 
(0) By epecic employer; 

(> By u special commutice 

(@ Rejection of proposal, suggestion, or state- 
ent. 


(Withdrawn of propo, suggestion, oF state. 
ment. 


() Canehasion deterred; 
4) For furtserInformaticn from Mannge- 
moat, employee, botb, yointly, et 

extern, 

(9) Foc investigation by management, 
exoployers, Beth (separntely), junt 
committer, et cetera, 

(65) For further authority. 

(lo) Fer other reasons. 

(gh Refecred to person or persons not members of 

‘the joint committee, but to be reported 

‘back to the jést committe : 

@ To macagemect ; 

{To explayes, or employees; 


an 





1 the above clasibcation of categoria were now placed 
cro the top of « abeet of paper, with each foun of 
bbutnes listed in the left-tand eoluma, statistical tabela- 
tions could be made a8 follows 
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Each ftem would then be checked as far as it ounied 
scrom thesbeet. ‘Thao, a glance wonld indicate the subject, 
the manner of introduction, the lamguage moda ated tn 
fntrodnelag aabject (8); the nature of the arguoizatian 
preliminary to response (0): and, Gully, the implisit 
(or explicit Alspoaition of the item (R}. Correatons might 
‘then be made betwee oll of the crtegocien checked for 
wach item, By showing the percentage of the items of 
‘bosines, going only as far as S, te research agent may 
determine to what extent the commitony are being 
‘tld for informative or routise procedures. If he 
‘tabulates the numbers which go oaly as far ax O, be may 
Aetermine the amount of simple, nou-controvettial, and 
on-enmsummatory discussion engagng the time of suck 
comunitives. Finally, by tabalating thost which go all 
the way to R, he may determine by ration and correlations 
the extent to welch items of discussion ranch a formal 
conchusion. 
A Semple of One Hrendrad Jovet Commitee Tens Tried 
Siasisically : 
sToaULUs - 

Subjectmetior of dicussion = 

‘Woys and means of daing work =. 4 

Physical Suroundings of the job. 2 

Standardization of the job ° 

Adjmtment of Penoacel in number, 

iatus,end time ‘ 
ay fr tine act ram wrk by pe 
mio hry 


cay tem e 





nnplicit, individual consideration, unspoken 

Expliit, individual : spoken . 

Single individual to individial 

Single, wourent- =. 2... 

‘Explicit collective consideration : 

Employes representatives only 

‘Management representatives only . 
Carry forward 
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Brought forward 8 
Both emegmmet and empaye ep 
omtatves 2 e7] 
“total | — 200 
RESPONSE : 
(Total of items receiving explicit organization) . 60 
Implicit, non-overt response ot conclailom x0 
Explicit, overt conclusion: 
-Aecpan replete: 








Toutes on 
Apperatly complete | |. 
Tot). — 33 
‘Delegation ofrexponsibiity to mem 
bers of committee: 
To management penerly x 
‘To npecific management perm. 9 
Toemployeesgmenly . 0 
Tospedicenplyee . 0 
Total 2 — 
Asswaption of responsibiaty by 
members of comsmitiee: 


Rmployees specifically 2. 
Tol 1 — 10 
[Rejection of proposal, saggestion of state. 
meat 
Cany forward, 
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Brought forward 
Wikia of peopel sgpaton ot 
statement 2. : 
Conclasions deferred 
‘For further information : 
‘Prom management ° 
From employees. 12 
From both (mdependeatly} . x 
From both jointly =. 0 
Other. et 
Total. — 
‘For snvestgation : 
By mamgemest ©. 
Byemplyes . . . 
By both (independently) 0 
Bybothjomly . 
Tol — 
Forautherity. . 
For other euan .. 
Concnins eered tse coouitice 
Tomsmeement . . 
Toemphyes 2. 5 0 
Tocommittess . ° 


Total of items concluded 

Other relevant statistical date: 
Toems representing old bosioess 
tema representing ew business. 
Tol 


23 


re) 


204 EXPERIMENTING WITH TECHNIQUES 
Items introduced by management represen 


tative 2 “a 
Items intron by exoplyenrepremctatives $7 

Tol. — 10 
Summary. 


‘The tems of committee business dealt with above, one 
Arondred in womber, were selected st random from the 
misuten of provioas meetlags and have been med, not to 
rove anything by way of research raolts, but meroly 
0 Uusirate bow the S-O-R fommala might became the 
asia for statistical meansremest. Under the major 
catagory "'S" we find that 34 per cant of the items 
concerned specifically ways and means of performing 
‘work, 30 per emt had to do with eoaveniences, privileges 
acd facies for employees, 19 per cant were items 
dealing with employee representation itself tnd with str 
committecs; the remaining 17 per cent of items repre- 
sentra weathering eubjects much as phyncal sarcoundings, 
‘payment for time absent from work, et cera AS. part 
of stimulus, we may note that §8 per omt of the itmms 
‘were introduced orally, while 12 per ent arose from written 
‘reports or references. Sirty-seven of the total of one 
Iranded stems were brought before the commitiees by 
aneans of simple statements ox questions. 

‘The “0 colucia, of oqganization of response, revealt 
comsiderably more of the enence of committee process, 
since we nots at ance that 40 per cot of the itams coming 
before the committess receive no overt consideration of 
ny sort; these items were sumply presented aad were 
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not discmed. Of the romsining Go per oxst, more thas. 
ue half ceived capeideratioa only by two persons and 
not by the group ssa whole. hms, of the total of one 
‘numdred items snly 27, oF slightly more than one-fourth, 
‘worn treated callctively, that is, by the employee repre 
sentatives and the management chairman ; only 14 of the 
total received consideration by employees and management 
representatives other than the chairman, 
‘Reviewing the treatment of the total one hundred cases, 
\we discover that 4o per ceat slopped at "Sor etimalus ; 
‘these items were presented to the group 4s information, 
smggestion, or advice and elicited no response. Of the 
cemaining aixty stems fifty reached the stage of explicit 
‘conchitlon ; thirteen of these wer suggestions o¢ proponals 
‘which the groups accepted, twanty were disposed of by 
nlaguting raeponuiblty, and action on txteen wad 
delayed bocnate the fal conckasen was relerred to other 
‘committees or authorition Thin brief summary gives 
vomne inight into the kand af factual materia! which might 
‘be derived from m statistical study of wich comrnittew 
‘Av « teat of the adequacy of committers, thw technique 
‘woukl need to be carried to the stage of correlations 
At this point the stabstical technique would need to be 
‘brought into relation with care analysis, when, for 
cemumple, a committee disposes of en item by reference to 
sancther authority, this relerence would hereafter meod to 
be followed until an ultimate conclusion of some sort had 
‘been reached. 
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POSTSCRIPT 
Experimentation with research techniques in the 
vocial scienoes needs to be camtiod to stil a further 
Jewel. What is nctded & a demonstration of the con- 
joint we of all techniques in relation to a single 
‘problem oc situation. (A combined approach of this 
sort might, of course, uclude techniques not discussed 
in this volume, for example, tbe queetionzoim) Each 
‘technique will presumably reveal a diferent qualty of 
fact; mamwover, euch separate technique may reveal a 
varying quality of fact when used by different investi- 
tors, The statistician may not be an adept at 
interviewing, and the penon who is profit in 
oberving may lack the skills necessary for charting. 
But, six investigators, all attempting to study 2 
Dingle situation in terms of an accepted set of analyt- 
ical categories, were to function cooperatively, each 
separate skill would supplecect the other and the net 
remilt woold be a set of facts and mterpretations 
immediately wsable for purpowes of social change. 
Dynamic social research i based upon the assumption 
that factfoding shoal’ lead to action, Its major 
prembe # that meaningful socal ection based apoa 
Iimowledge will follow when social research is founded 
‘upon 80 inclusive epistemology aod an experimental 
logic, that ia, when its facts fall into relativistic 
scale which beara some resemblance to life itze 
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